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T p r o .  C ~ ? n t r a l i z e d  substi.tu.C:e teacher s y s t e m s  
---*. 
are w i d e l y  :~sed i n  u r h a n  h i g h  s c h o o l s ,  b u t  w i t h o u t  
iris-:.--ruc:r-j.c,l;.a i c:f f ec - t ive r !css  . W i t h  t h e  dexnand for g roster 
a I... .-- .. . . .  * .  
-,,:.,c:n t:a.i::~!..r:;.y 2:lri the ;.ncz.eascd ? L s e  a2 scbLcsol .-b-3 s z 3  
i~!anaqerncnt! i:?ters i s  a n e e d  LQ investigate Take acceptance 
a n d  feasibility of a l t e r n a t i v e s  t o  t h i s  system. 
Px.c~cedares .  A l t e r n a t i v e s  t o  a c e n t r a l i z e d  substitute 
--------- 
t e a c l l e r  sysEeR ir? h i g h  s c h o o i s  w e r e  i n v e s t i g a t e d  i n  a n  u r h a n  
d i s t r i c t  j n  2 rnl.dwestern s t a t e .  A f o c u s  g r o u p  of t e a c h e r s  
&?d d d m i l ~ l  s t r a t c ~ r s  g e n e r a t e d  e i q a t  alternatives . 
A l t e r n 2 t i v e c  w e r e  d e f i n e d  a s  methods of c c v e r i n g  f o r  a b s e n t  
c - ~ a o h e r s  w i - t k o u t  uslng s u b s t i t u t e s  from t h e  d i s t r i c t  
s u h s T - i t u t e  teacher pool . kk~sences c o n s i d e r e d  w e r e  l i m i t e d  
to t h o s e  of f i v ~  days or fewer i n  duration. A c r i t i c a l  
c a m p a n e n t  of t h i s  i n v e s t i g a t i o n  w a s  t h e  a s s u m p t i o n  that 
lnonlcs c o u l d  be returned t o  s choo l s  f o r  t h e i r  coverage f o r  
a h s e n  t teachers . 
T e a c h e r s ,  a d m i n i s t x a t o s s  a n d  s t u d e n t s  w e r e  s u r v e y e d  t o  
~ l e ~ ~ e r m i n e  t h  a k t r a c t i v e n e s s  of a l t e r f i a t i v e s  g e f i e r a t e d  by 
t h e  f o c u s  g r o u p .  Two h i g h  schools, t h e  s m a l l e s t  a n d  l d r q e s t  
i n  t h e  d i s t r i c t ,  were s e l e c t e d  f o r  f u r t h e r  s tudy .  
Department c h a i r p e r s o n s  and a d m i n i s t - r a t o r s  w e r e  i n t e r v i e w e d  
t o  determine zheir i n t e r e s t  i n  u s i n g  a ! t . c rna t ives  2 n d  
. . prtsf>Lcms they  an L - ~ : :  ipat.ed i n  ::l;;:nqe. F e a s i b . ~ l i t - . y  of 
~.~tplerneni;ifig a ?- c e r n a t i  ves w a s  based on current cost 
e s t a b l i s h e d  by a n a l - y z i n g  t e a c h e r  a b s e n c e s  tor t h e  1390 -1991  
school y e a r .  
i - n  A L t e r n a t i v e s  were i a e n t i f  i ed  which  e d u c a t v r s  
-- 
w i s h  Lo i rnp l smen t  . The pre f  srrcsc! a1 t e r n a t i v e  was s u b s t i t u t e  
teachers a s s i q r e d  s p e c i f i c a l l y  t o  high ssFgool.s. 5igh 
schools d i f f e r e d  .in preference f o r  d l t e r n a t i . r e s  1s d i d  
s u b j e c t  a r e a  d e p a r t m e n t s .  I n t e r v i e w e e s  believez teacher 
i n v o l v e m e n t  was i m p o r t a n t  i n   he s e l e c t i o n  o r  ~lternatives 
and f i n d i n g s  s u p p o r t  t h i s  b e l i e f .  
Goni.1 d s ~ c n s .  No a l t e r n e t i v e  iJas a b l e  tc m e e t :  all ~f 
--------A- 
t h e  n e e d s  of either h i g h  school, b u t ,  i n  c o m b i n a t i o n ,  t h e  
u s e  a& a l t e r n a t i v e s  appea r s  f e a s i b l e  . Cenrxa l i zed  
substitute t e a c h p r  systems continue to be neeaed fo r  long 
term absences and days of high absenteeism- k mode; was 
developed to illustrate the use of a l t e r r l a t i v e s  a l o r ~ g  with 
the c e n t . r a L i z s d  system. 
Recommendations. Further investigation is needed to 
create improved methods of predicting absence t r e n d s  for 
planning, The use of alternatives should be evaiuated for 
their inst.ructional effectiveness and effect on professional 
climate. There is a need to determine the acceptance and 
feasibility of alternatives at other instructional Levels. 
OF CONTENTS 
Page 
LIST OF' TABLES . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  v 
LIST OF FIGURES . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  v j . i .
Chapter 
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  d . INTRODUCTION 1 
Need f o r  the Study . . . . . . . . . . . . . . . . . . . . . . . . . .  4 
Statement of the Problem . . . . . . . . . . . . . . . . . . . .  7 
Limitations of the Study . . . . . . . . . . . . . . . . . . . .  9 
Definition of Terms . . . . . . . . . . . . . . . . . . . . . . . . . .  11 
Summary . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1 2  
2 . REVIEW OF LITERATURE . . . . . . . . . . . . . . . . . . . . . . . .  1 4  
Organization of Substitute Teacher Systems 
in Large Districts . . . . . . . . . . . . . . . . . . . . . . . .  1 5  
Research on Instructional Effectiveness 
of Substitute Teachers . . . . . . . . . . . . . . . . . . . .  1 7  
Teacher and Administrator Perceptions of 
Suhstitute Teachers . . . . . . . . . . . . . . . . . . . . . . .  
Alternatives to the Use of Substitute 
Teachers . . . . . . . . . . . . . . . . . . . . + . . . . . . . . . . . . . .  
Costs Associated with Substitute Teachers . .  
3 . METHODOLOGY . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  Setting 
Generation of Alternatives to the 
Centralized Substitute Teacher System . . . . .  
' 4 4 -  
0 
+J 
C . .  
a , .  
E * 
+J " 
U . 
I T ! .  
d . 
W .  
k 
0 
'4-4 
a -  
a , .  
k .  
-4 
7 
u aJ 
a, 3 
E "4 
+? ; 2 
m i; 
IJY a, 
B) JJ 
: 2 
k 
Dl 
a , .  
c : .  
7 - 
t' - 
-1 - 
r - 1 -  
m .  
a .  
2 - 
w 
a .  
U) 
N - 
.A . 
d -  
rd 
b - 
4 .  
c .  
a, - 
U 
cd 
E 
0 a, 
+J +J 
Ln 
m 3i 
Y i n  
-4 k 
u a, 
rd 2 
d U 
k a 
Q) Q) 
4 E-l 
4 
4 
Page 
Append i x  
A. INTRODUCTORY LETTER AND BACKGROUND 
INFCRMATION . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  2 2 1  
B. INSTRUCTIONS WWD TEACHER SURVEY . . . . . . . . . . . . .  224 
LIST OF TABLES 
Page Table 
1. . Methods of Classroom Coverage When 
Substitute Teachers Are Unavailable and 
Percentage of Administrators Indicating 
Use ......................................... 31 
Teacher Reported Absences for All Reasons . . .  33 
Estimated Substitute Teacher Cost of 
Survey Sample Using Lowest Estimate of 
Absences at Daily Rate of $65 . . . . . . . . . . . . . . .  34  
Teacher and Administrator Response to 
Alternatives to a Centralized Substitute 
Teacher System by Item . . . . . . . . . . . . . . . . . . . . . .  
ANOVA of Teacher Response by School on 
Item 2: Departments Allowed to Mot 
Request Substitutes . . . . . . . . . . . . . . . . . . . . . . . . .  7 6  
ANOVA cf Teacher Response by School on 
Item 7: No Substitutes for Selected 
Classes, Reassign Students . . . . . . . . . . . . . . . . . .  ? 1 
Item Means for Major Teaching Assignments . . .  7 2 
ANOVA of Teacher Response by Teaching 
Assignment on Item 3: Specific Substitute 
Teachers Assigned to Schools . . . . . . . . . . . . . . . .  74 
AMOVA of Teacher Response by Teaching 
Assignment on Item 6: Use of Teacher 
Associates ta Supervise Students . . . . . . . . . . . .  
ANOVA of Teacher Response by Teaching 
Assignment on Item 7: No Substitutes for 
Selected Classes, Reassign Students . . . . . . . . .  7 5 
Student Survey Returns by School and Grade . .  84 
Large High School-.-All Short-Term Absences 
by Type by Quarter for 1990-1991 . . . . . . . . . . . .  135 
Small High School--All Short-Term Absences 
by Type by Quarter for 1990-1991 . . . . . . . . . . . .  1 3 7  
14 C:ornparissn of airjsences by Phsence  Category 
. . . . . . . . . . . . . . . . . . .  f o r  School S and School L 139 
15. Proportion of Total Absences by Quarter 
and Semester for S c h o c ~ l  S and School L . . . . . .  1 4 0  
1 6 .  School S--Quantities and Frequencies of 
. . . . . . . . . . . . . . . . .  Need for Substitute Teacher 1 4 3  
1 7 .  School L - - Q u a n t i t i e s  and F r e q u e n c i e s  of 
Need fior Substitute Teacher  . . . . . . . . . . . . . . . . .  1 4 4  
18. Acceptance,  Coverage and Cos t  of 
Alte1;natives t.o a Central ized Substitute 
Teacher System . . . . . . . . . . . . . . . . . . . .  ......... 1 4 6  
L I S T  CIF FIGURES 
Figure 
L ,  Ratings of hiyh sehoo l  students of 
meaningfulness of classes taught by 
substitute teachers . . . . . , . . . . , A . , , . , . . . . . . , .  
2. Ratings of hiyh school students of 
lezrning when taugh.t by substit-ute 
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  teachers 
Ratings of hiyh 
classroom order 
school students of 
of substitute teachers 
4. Ratings of high school students of 
frequency that substitute teacher 
performance rnacch perception of effective 
substitute teachers . . . . . . . . . . . . . . . . . . . . . . . . .  
5. Ratings cf high school students of 
improvement of substitute teacher 
perfor~iance 2 s  a result of greater 
experience in the high school . . . . . . . . . . . . . . .  
6. Ratings of  high school students of 
improvement of instruction if o t h e r  
teachers in the high school served as 
substitutes . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  
7 .  Ratings o f  high school students of 
desirability of reassignment to study hall 
GT 1.ibr.ary inste3.d of having a substitute 
teacher . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  . a , . ,  
Page 
8 5  
8. Absences by quarter for School S and 
School L for the 1990-1991 school year . . . . . .  141 
9. Model of substitute teacher system using 
alternatives to a centralized substitute 
teacher system . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  203 
Chapter L 
INTRODUCTION 
The use of substitute teachers to replace absent 
teachers is an established and accepted practice in public 
education. In large school districts, managing the 
substi.tute teacher system is usually a centralized 
administrative function of the school district. Koeliing 
(1983) found that 87% of school districts with 10,000 or 
more students maintained a district level pool of substitute 
teachers for classroom coverage when regular teachers were 
absent. Case (1986) and Rundall (1986) reported the 
continued use of a district managed arid assigned pool of 
substitute teachers for large school districts. 
Substitute teachers serve the important purpose of 
having a responsible adult supervise students when teachers 
are absent. While substitutes meet. the school's supervisory 
needs, their ability to maintain a quality level of 
instruction is often questioned. In practice, the titl@ of 
substitute teacher may relate more to minimal qualifications 
for employment than the functions perfomled in the 
classroom. 
Olson (1971) was the first to research the 
effectiveness of substitute teachers. Using the Indicator- 
of-Quality scale as a measure of effectiveness, he found 
s i q n j - f i c a n t  d i f f e r e n c e s  i n  i n t e r p e r s o n a l  r e g a r d ,  g r o u p  
a c t i v i t y ,  i n d i v i d u a l i z a t . i o n ,  and  c r e a t i v i t y  b e t w e e n  r e g u l a r  
t e a c h e r s  a n d  s u b s t i t u t e  t e a c h e r s .  A t  a l l  l e v e l s  of 
i n s t r u c t i o n ,  s u b s t i t u t e  t e a c h e r s  w e r e  Less e f f e c t i v e  on 
these  m e a s u r e s  of q u a l i t y  t h a n  w e r e  r e g u l a r  t e a c h e r s .  
D i f f e r e n c e s  w e r - e  d r a m a t i c a l l y  greater a t  t h e  s e c o n d a r y  level 
t h a n  a t  t h e  e l e m e n t a r y  l e v e l .  
C l i f t o n  a n d  Rambaran ( 1 9 8 7 )  c o n d u c t e d  a q u a l i t a t i v e  
s t u d y  of s u b s t i t u t e  t e a c h e r s  i n  e l e m e n t a r y ,  j u n i o r  h i g h ,  and  
s e n i o r  h i q h  s c h o o l s .  A s  a r e s u l t  of  t h e i r  f i n d i n g s ,  t h e  
a u t h o r s  t e r m e d  s u b s t i t u t e  t e a c h i n g  a m a r g i n a l  a c t i v i t y ,  by 
w h i c h  t h e y  m e a n t  t h a t  u n d e r  t h e  b e s t  of c i r c u m s t a n c e s  
s u b s t i t u t e  t e a c h e r s  c o n f r o n t  c o n d i t i o n s  t h a t  a r e  beyond 
their c o n t r o l  a n d  p r e v e n t  t h e m  fcom being i n s t r u c t i o n a l l y  
e f f e c t i v e .  
W i l l e r m a n  a n d  McGuire  ( 1 9 8 6 )  p r o v i d e  t h e  o n l y  r e s e a r c h  
d e m o n s t r a t i n g  t h e  i n s t r u c t i o n a l  e f f e c t i v e n e s s  o f  s u b s t i t u t e  
t e a c h e r s .  They  s t u d i e d  s u b s t i t u t e s  f o r  t e a c h e r s  of 
b e h a v i o r - d i s o r d e r e d  s t u d e n t s ;  t h e  s u b s t i t u t e  t e a c h e r s  were 
t r a i n e d  i n  t h e  b e h a v i o r  management  p r o c e d u r e s  u s e d  i n  a  
s p e c i a l  s c h o o l .  W i l l e r m a n  a n d  McGuire ( 1 9 8 6 )  f o u n d  t h a t  
t h e s e  s u b s t i t u t e  t e a c h e r s  w e r e  e f f e c t i v e  i f  p r o v i d e d  
s p e c i f i c  t r a i n i n g  o n  t h e  p r o c e d u r e s  u s e d  i n  c l a s s r o o m s  
t h r o u g h o u t .  t h e  s p e c i a l  s c h o o l .  I n  common p r a c t i c e ,  h o w e v e r ,  
s u b s t i t u t e  t e a c h e r s  r a r e l y  r e c e i v e  t r a i n i n g  on  t h e  s p e c i f i c  
procedures used i-n a classroom prior to an assignment. In a 
survey of s u b s t i  lute teachers, Ehmeier and Freeman ( 1 3 7 9  ) 
foclnd that l a c k  of prior knowledge of the cl.assroom to be 
served was common. 
A dominate theme in the substitute teaclier literature 
is t h ~ 3  ~ 0 0 1 -  c: La srjroorrl mnnagernent of s u b s t i t : u t t ? s  reported by 
both substiLute teachers and administrators (Barrios & 
Kirkland, 1 9 7 8 ;  Ebmeier & F'reeman, 1979; Meara, 1983). 
J o u r n a l  articles with titles such as "Ten ways to prevent 
chaos" (Garwood, 1 9 9 6 )  and more recently "Eight w a y s  to make 
sure substitute teachers aren't habysltters" ( D r u r y ,  1 9 8 8 ) ,  
indicate the common perception of prcblcms ~f classroom 
management and limited instructional benefit. Stanley 
(1991) provides  suggestions on behavi.ors suhstitul;e teachers 
;nust manifest to manage classroom effectively, but fails to 
give any evidence that substitutes are effective. 
I (Caster, 1 9 9 1 )  assessed teacher and administrator 
perceptions of substitute teacher effectiveness in a 
midwestern urban school d i s t r i c t  by surveying 8 6 5  teachers 
and 74 administrators. On the construct of instructional 
effectiveness used, teachers and administrators pe~ceived 
substitute teachers to be instructionally ineffective. Both 
groups agreed that there is a need to investigate 
a l t e r n a t i v s  approaches to the use of substitute teachers 
when regular teachers are absent for a short duration. 
Need for the Study 
Hesearch refutes any assumption that substitute 
teachers are effective instructionall-y (Clift-on & Rambaran, 
1587  ; Olson, 1971 ) . The c)pi nion of teachers and 
administrators is consistent with that research (Caster, 
1 3 9 1 ) .  A l s o ;  t h e  use of centralized substitute teacher 
syscerns continues to be the accepted practice in large 
districts (Case, 1986; Ehrneler & Freeman, 1 9 7 9 ;  Koelling, 
1983; Meara, 1983; Rundall, 1986). As the 21st century 
approaches, critics are demanding that education abandon 
m t d a t e d  practices and recreate schoois to meet the needs of 
a new generation of students. The continuation of 
uns~lpported practices that consume limited resources without 
producing instruction&l benefit 1s contradictory to clear 
societal expectations for accountability and positive system 
change, The Iowa Business-Education Roundtable (1991), the 
America 2000 report ( U . S .  Department of Education, 1991), 
I 
the U . S .  Department of Labor (1!391), and a host of other 
organizations and individuals have all expressed this 
obligation for accountability and system change. 
District level responsibility for servicing the needs 
of schools when teachers are absent has a long tradition 
(Koelling, 1983; Stoops, Rafferty, & Johnson, 1975). It is 
not sdrprising then, that individual building leaders do not 
focus on the issue of alternatives to a centralized 
substitute teacher system. The recent trend of school-based 
management provides a timeliness to the study of 
alternatives to centralized substitute teacher systems. 
School-based management is an approach that gives 
greater authority on program design and the use of resources 
to local building staffs (Eerrflan, 1992; Lindelon h 
Heynderickx, 1989). Prior to school-based management, local 
building leaders had, or perceived they had., limited 
opportunity to experiment with approaches unique to their 
specific school site. Expenditures for substitute tzachers 
are identifiable and as a consequence of school-based 
management, alterna1:i"ves to a centralized substitute teacher 
s y s t e m  can be evaluated to determine if greater benefit to 
students and the school is possible using the same or less 
money. 
School administrators wanting to consider planned 
altex:natives to a centralized substitute teacher system have 
no ir~formatj-on available to guide them. However, the 
disc~repancy between supply of substitute teachers and the 
needs of schools (Meara, 1983; Stoops et al., 1975) suggests 
that alternatives have been created as a matter of necessity 
rather than as part of a plan. Caster (1991) and Meara 
(1983) identify six methods schools have used to supervise 
students when substitute teachers are unavailable: the use 
of administrators, teachers during their planning t h e ,  
special program teachers such as Chapter I or special 
education resource teachers, teacher associates, support 
personnel including counselors and nurses, and assignment of 
students to other classes. However, these are responses of 
schools because of the failure of the current centralized 
system to deliver the substitute teachers needed which 
result in no re-allocation of resources to the building. 
They provide no opportunity to consider how resources might 
be better spent. 
Current school, reform efforts imply that organizational 
changes will occur in the public schools. The use of 
existFng centrali-zed substitute teacher systems thwarts 
change by maintaining and perpetuating the existing 
organizational structures. Senge (1990), in The fifth 
discipline (p. 4 0 ) ,  describes structure as "the basic 
interrelationships that control behavior." The centralized 
substitute teacher system controls behaviors at the district 
office Level and within the individual school buildings. 
The district office recruits, selects, and assigns 
substitute teachers, and individual schools request 
substitute teachers when regular teachers are absent. As I 
interpret Senge (1990), unless the interrelationships 
between the central office and local schools are redefined, 
there will be no opportunity to improve upon the current 
centralized substitute teacher system. 
Drucker (1992) indicates that organizations that grow 
quickly must be prepared to change. He includes public 
education in that category because of its expanded purposes 
and the increasingly diverse population being served. 
Change within educational organizations, according to 
Drucker (1992), is needed in both form and structure. I 
believe how classes are covered when teachers are absent is 
one of the areas in which educational change is needed. 
Statement of the Problem 
The limitations of substitute teachers Olson (1971) and 
Clifton and Rambaran (1987) describe are reflected in the 
opinions of teachers and administrators (Caster, 1991). 
However, information is lacking for educators to adequately 
select and implement alternatives to the traditional 
centralized substitute teacher system that provides 
substitute teachers to schools. Without more information, 
r.he centralized system may remain unchanged because the 
political problems encountered from system change will most 
likely be perceived as too great in contrast to the possible 
benefits for expesimentation to occus. Also, without 
greater knowledge, the solution to existing deficiencies may 
be viewed as merely replicating the centralized model within 
indi.vidua1 schools, a change that cannot be viewe-d as 
producing improved results. Alternatives to the use of a 
centralized substitute teacher system must he investigated 
and tested for acceptance and feasibility, with the hope of 
discovering a new model for the process of providing 
instruction when teachers are absent. 
I propose to describe alternatives which schools can 
use in place of a centralized substitute teacher system. 
This is an exploratory study to provide information on high 
schools, their need for substitute teachers, and important 
variables related to alternatives to a centralized 
substitute teacher system. This study will investigate and 
describe strategies for examining school needs and the 
feasibility of change. It will also provide a basis for 
future research. 
Four questions guide the investigation: 
1. What alternatives to the use of a centralized 
substitute teacher system will a selected group of 
educators identify? 
2. What are the opinions of high school students, 
teachers and administrators concerning the 
alternatives the group identified to the use of a 
centralized substitute teacher system? 
3. What do high school teachers and administrators see 
as the processes required for enactment and 
implementation of these alternatives to a 
centralized substitute teacher system? 
4. What is the feasibility of using these alternatives 
to a centralized substitute teacher system in a 
large and small high school? 
While much of the literature concerning use of 
substitutes relates to effectiveness of instruction, I was 
not concerned with instruction, but rather with alternatives 
to the centralized system. Sufficient information exists to 
conclude that the current system is not instructionally 
effective (Caster, 1991; Clifton & Rambaran, 1987; Olson, 
1 3 7 1 )  and significant improvement is not likely. Thus, I 
hoped to identify information that would permit a shift from 
the past paradigm regarding how schools cover for teacher 
absences to something that will better meet the needs of 
schools. 
Limitations of the Study 
I investigated these questions in an urban school 
district in a rural state. Research indicates that 
variations exist in the personnel policies of school 
organizations and the uniformity of classification and 
reporting of data related to absences (Goodman & Atkin, 
1984). Lirni~ing the investigation to a single school 
district makes it possible to describe more precisely the 
personnel policies and practices present in the environment. 
Also, interview responses from high school teachers and 
administrators can be better interpreted through the 
perspective of a single school district. Comparison of the 
cost implications of adoption of alternatives in a large and 
small high school is enhanced by the use of the same 
standards for ec0norni.c comparison. 
T h i s  investigation is limited to the study of high 
schools and the students, teachers, and administrators in 
those environments. Olson ( 1 9 7 1 )  indicated that substitute 
teacher effectiveness is lower at the high school level than 
at the middle and elementary level. 1 (Caster, 1991) found 
that high school teachers, compared with middle and 
elementary school teachers, were the most dissatisfied with 
the effectiveness of substitute teachers and the most 
interested in identifying alternatives to the use of 
substitute teachers. In the absence of other research 
related to alternatives to the use of substitute teachers, 
it seems advisable for an exploratory study to first examine 
the area where there is the greatest interest in change and 
where, as a function of the size of faculty, there appears 
to be the greatest opportunity for acceptable and 
economically feasible alternatives to exist. 
This investigation is limited to the study of 
alternatives to the use of substitute teachers for five 
consecutive days or fewer. Long-term absences of six 
consecutive days or more because of major accident or 
illness, approved leaves of absence, or absences for 
extended periods of time for other reasons are excluded. 
Substi.tute teachers in these circumstances are generally 
hired on a long-term basis and thus can come to know the 
students, the school environment, and classroom rituals, 
factors Clifton and Ramharan (1987) argue are important for 
effectiveness. 
Definition of Terms 
The following definitions apply in this study: 
Substitute Teachers: Substitute teachers are certified 
- 
t-.eachess assigned by the school district to individual 
sc .hoo l s  tc replace absent teachers when needed. They are 
employed on a temporary basis and paid a daily rate. As 
temporary employees they receive no fringe benefits. There 
is no obligation on the part of a school district to use 
teachers who wish to substitute and there is no obligation 
on the part of substivute teachers to be available when 
requested to provide services. Recruitment, selection, 
orientation, and assignment of substit.ute teachers is done 
by the school district. 
Absences of a short duration: Absences of a short 
duration are operationally defined as five or fewer 
consecutive days of teacher absence. 
Centralized substitute teacher svstems: A centralized 
substitute teacher system is one in which a school district 
performs the functions of recruitment, selection, 
orientation, and assignment oi substitute teachers. The 
role of individual schools is primarily that of 
comqunicating the need for substitute teachers to the 
substitute teacher office and submitting reports to the 
payroll department. 
Alternatives to centralized substitute teacher systems: 
Alternatives to the use sf centralized substitute teacher 
systems are operationally defined as methods of providing 
f o r  student supervision and class coverage when teachers are 
absent that do not require schools to request teachers from 
a centralized substitute teacher system. 
Hiqh schools: High schools are those schools with 
grades 9, 10, 11, and 12. 
Teacher absences: Teacher absences are those occasions 
when a teacher is absent from a classroom because of 
illness, professional involvement, family emergencies, or 
other reasons. 
Summary 
Public schools have traditionally used substitute 
teachers to replace absent teachers. In large districts, 
substitute teachers are typically recruited, selected, and 
assigned by a central office (Koelling, 1983). Research 
(Clifton & Rambaran, 1987; Olson, 1 9 7 1 )  indicates that the 
traditional use of substitute teachers is not effective 
instructionally. In addition, teachers and administrators 
themselves do not believe that substitute teachers are 
instructionally effective and they desire that alternatives 
to the t-raditional use of substitute teachers be 
investigated (Caster, 1991). Voices at the state and 
federal levels are urging that schools become more effective 
without additional resources. The abandonment of practices 
that consume resources without returns is essential to 
schools. 
An absence of information on planned alternatives to 
~ n e  use of centralized substitute teacher systems makes it 
difficult for schools to adopt new practices. This 
exploratory study was conducted to provide a basis for 
change. It identified alternatives to the use of a 
centralized substitute teacher system, detemined the 
acceptability of those alternatives, and identified how they 
might be enacted. Economic implications of the use of 
alternatives in a large and sma.11 high school are 
described. 
Chapter 2 
REVIEW OF LITERATURE 
The centralized substitute teacher system has been the 
prevailing method for schools to cover for absent teachers. 
Since it is the norm, little information is available in the 
iiL-erature ahout alternatives to this system. This review 
c,i literature, then, concentrates on topics that relate to 
that system and why alternatives should be sought. This 
r e v i e w  also includes a description of centralized substitute 
teacher systems and how such systems operate in large 
districts. If substitute teachers were instructionally 
effective, there would be no need to search for alternatives 
ro their use. Consequently, research about the 
instructional effectiveness of substitute teachers is 
reviewed. 
Mast of the information in the limited literature an 
alternatives to substitutes reflects strategies used when 
substitute teachers are unavailable. But, it is helpful to 
see how schoals respond when the centralized substitute 
teacher system fails to provide the number of substitute 
teachers needed. The few planned approaches for covering 
classes without substitute teachers are described. 
The cost of substitute teachers is the last topic 
discussed,. It is important because expenditures for 
substitute teachers create the upper limit for financing 
alternatives to a centralized substitute teacher system. 
Organization of Substitute Teacher Systems 
in Large Districts 
Koelling (1983) investigated the substitute teacher 
policies and procedures in the 19-state area of the North 
Central Association of Colleges and Schools. He found that 
87% of the school districts with 10,000 or more students 
maintained a pool of substitute teachers managed at the 
district level. The use of a district level managed system 
of substitute teachers has become common for large school 
districts and has been reported by Ebmeier and Freeman 
(1979), Case (1986), and Rundall (1986). 
In a guide written for school administrators, Stoops 
et al. (1975) describe the traditional system for supplying 
substitute teachers to schools in large districts. Basic 
responsibility for a substitute teacher system usually rests 
with the department of human resources. This department 
recruits, selects, and assigns substitute teachers to local 
schools when they are needed. The central offices of 
districts create procedures for local schools to use in 
notifying the substitute teacher office of needs for 
substitute teachers. With the advent of telephone recording 
equipment, much of the information transnitted to the 
substitute teacher office by schools and substitute teachers 
is recorded and retrieved later by that office. This 
increases efficiency but decreases the amount of specific 
information provided by the school to the substitute office 
on the competencies needed by the substitute teacher. In 
turn, this procedure decreases the amount of informatisn 
provided to the substitute teacher on the nature of the 
assignment. 
Since most teacher absences are unplanned, substitute 
teachers receive their assignment either in the late evening 
before or the morning of the assignment. Even for scheduled 
absences, substitutes are rarely contacted more than one day 
in advance (McNulty, 1991). Substitute teachers receive 
only general information about their assignment: the name 
of the absent teacher, type of assignment, and the name of 
the school. Detailed informatisn about the nature or 
content of the instruction to be provided is usually 
unavailable to the substitute teacher. Typically, the 
substitute teacher remains in the assignment until the 
regular teacher returns. 
This system does not guarantee that local schools 
always have all of their needs for substitute teachers met 
by the substitute teacher office. Supply does not always 
equal the demand for substitute teachers in a district. 
Because of this problem, Stoops et al. ( 1 3 7 5 )  recommend that 
local schools develop some plan for the occasions when there 
are not enough substitute teachers available to meet the 
demand for them in a school. The severity of this problem 
varies from community to community. Meara (1983) reported 
that in the Chicago schools the supply of substitute 
tzachers was inadequate to meet the demand for them between 
20 and 30% of the time with rate of non-coverage being even 
greater in inner-city schools. 
Research on Instructional Effectiveness 
of Substitute Teachers 
Olson (1971) is the only researcher to quantify the 
effectiveness of substitute teachers. His research used the 
Indicat-or-of-Quality scale as a measure of instructional 
effectiveness. The scale assesses teacher behaviors related 
to four constructs: interpersonal regard, group activity, 
individualization, and creativity. The higher the score on 
the Indicator-of-Quality scale, the more positive the 
learning environment is assumed to be. 
Olson (19711, using trained observers, observed 
teachers in regular elementary and secondary classrooms. He 
conducted a second observation of substitute teachers in the 
same classrooms. Regular elementary teachers obtained a 
mean score on Indicator-of-Quality of 6.12 while the 
substitute teachers obtained a mean score of only 1.98 on 
t h e  s c a l e .  The d i s c r e p a n c y  w a s  even  g r e a t e r  at t h e  
s e c o n d a r y  l e v e l .  A t  t h a t  l e v e l ,  t h e  r e g u l a r  s econda ry  
t e a c h e r s  o b t a i n e d  a  mean s c o r e  of  5 . 0 1  w h i l e  t h e  s u b s t i t u t e  
t e a c h e r s  had a  mean s c o r e  of  o n l y  0 . 2 7 .  
Two s t u d i e s  ( C a s e ,  1 9 8 6 ;  W i l l e m a n  & McGuire, 1 9 8 6 )  
f o c u s  on t h e  u s e  of s u b s t i t u t e  t e a c h e r s  i n  s p e c i a l  
e d u c a t i o n .  The u n i q u e n e s s  of s p e c i a l  e d u c a t i o n  s t u d e n t s  and 
t h e  amount of i n d i v i d u a l i z a t i o n  seem t o  c r e a t e  problems 
d i f f e r e n t  f rom t h o s e  found  i n  g e n e r a l  e d u c a t i o n .  
S u b s t i t u t e s  a r e  o f t e n  r e q u i r e d  t o  manage many l e s s o n s  o r  
b e h a v i o r  management p l a n s  i n  a  c l a s s room a s  opposed t o  o n e  
f o r  t h e  e n t i r e  c l a s s .  A l s o ,  e v e r y  s t u d e n t  i n  s p e c i a l  
e d u c a t i o n  must  have  a n  i n d i v i d u a l  e d u c a t i o n  p l a n  ( 3 E P )  t h a t  
i s  d e v e l o p e d  i n  a m e e t i n g  w i t h  p a r e n t s  and o t h e r  p r e s c r i b e d  
p a r t i c i p a n t s .  The I E P  mee t i ng  and o t h e r  s i m i l a r l y  r e q u i r e d  
m e e t i n g s  p o t e n t i a l l y  i n c r e a s e  t h e  need f o r  s u b s t i t u t e  
t e a c h e r s .  
Whi le  most  t e a c h e r  a b s e n c e s  a r e  u n a n t i c i p a t e d ,  Case 
( 1 9 8 6 )  d e s c r i b e d  the u s e  of  s u b s t i t u t e  t e a c h e r s  i n  a  
d i f f e r e n t  s i t u a t i o n ,  one  where t e a c h e r s  knew they  were g o i n g  
t o  be a b s e n t  from the c l a s s r o o m .  S u b s t i t u t e  t e a c h e r s  w e r e  
employed s o  s p e c i a l  e d u c a t i o n  t e a c h e r s  c o u l d  a t t e n d  
e v a l u a t i o n ,  a p p r a i s a l ,  and r e v i e w  c o n f e r e n c e s .  ~ o l l o w i n g  
t h e  c o n f e r e n c e s ,  t h e  s p e c i a l  e d u c a t i o n  t e a c h e r s  w e r e  asked 
if s t u d e n t s  r e c e i v e d  q u a l i t y  t e a c h i n g  i n  t h e i r  a b s e n c e -  The 
study included 175 special education teachers and 59% of the 
teachers believed that quality instruction was provided by 
the substitute teacher. However, 25% of the teachers were 
uncertain that quality instruction was provided and 7.7% of 
the teachers felt that quality instruction was not provided. 
The remaining teache~s (8%) elected not to use substitute 
teachers because they felt that substitute teachers were 
less competent than the special education teacher associates 
in maintaining the classes. 
It would seem that in Case's study (19861, optimum 
conditions existed for substitute teachers to be 
instructionally effective. Teachers knew ahead of time that 
they were going to be absent and that a substitute teacher 
would be provided. Substitute teachers knew that they were 
going to be assigned to a special education class. Yet, 
even in this more ideal situation, one that rarely occurs in 
schools, only about 60% of the teachers thought that quality 
instruction was provided. 
Willeman and McGuire (1986) report the most positive 
performance of substitute teachers. The setting was a 
special school for students with behavior disorders. 
Substitute teachers were trained to use the behavior 
management procedures used by all of the teachers. The 
measure of substitute teacher effectiveness used was a 
comparison of performance points earned by students when the 
regular teacher was present as opposed to when a substitute 
teacher was in the classroom. The researchers observed a 
consistency in points awarded to students regardless of the 
presence of the regular teacher or substitute teacher. 
The study of Willerman and McGuire (1986) can be 
contrasted with the situation that most substitute teachers 
experience. They provided "An intensive in-service program" 
(p. 235) on the specific procedures for the classes to which 
the substitutes were assigned. Also, to ensure that the 
substitute teachers understood the procedures on which they 
were trained, they were visited in the classroom and 
feedback provided to them. While this is a sound procedure, 
this type of support is generally not provided to substitute 
teachers (Ebmeier & Freeman, 1979). 
Willeman and McGuire (1986, p .  236) indicate possible 
reasons for their positive results. One of those is that: 
"The possible increase of the substitute familiarity with 
the students may have increased the substitute 
effectiveness." Clifton and Rambaran (1987) cite 
familiarity with the students and knowledge of the classroom 
procedures as two important issues related to the 
instructional effectiveness of substitute teachers. Their 
study provides the greatest insight into the problems that 
substitute teachers encounter and the reasons they are not 
instructionally effective. 
Clifton and Rambaran (1987) used qualitative methods 
consisting of observations, interviews, and student essays 
to study substitute teachers at the elementary, junior high, 
and high school levels. They observed 9 substitute teachers 
and interviewed 30 substitute teachers, 4 superintendents, 5 
assistant superintendents, 10 principals, 4 vice--principals, 
20 regular classroom teachers, and 23 students. Their 
purpose was to offer an explanation for substitute teaching 
being a marginal activity, that is, an activity where a 
"person's role is not perceived as being related to the 
desired goals of the institution, and the person feels like 
a stranger" (p. 314). 
Two major reasons are offered as to why substitute 
teachers are not effective (Clifton & Rambaran, 1987): 
substitute teachers lack a source of authority in the 
classroom and are unfamiliar with classroom rituals. Source 
of authority for substitute teachers is limited because the 
traditional authority, the classroom teacher, is absent, and 
authority is not automatically transferred to the 
substitute. Obtaining a source of authority is difficult 
because students know the substitute teacher will be with 
them only a short time, usually for one day. 
Rituals, the routines, methods, and procedures of the 
classroom are unknown to the substitute teacher. His or her 
failure to embrace the rituals of the classroom creates an 
incongruency between student expectations and reality, and 
this incongruency influences student behavior. According to 
Clifton and Rambaran (1987), unfortunately for a substitute 
teacher, even very acceptable, but different routines, 
methods, or procedures, alter a classroom environment and 
create discomfort for students. 
Clifton and Rambaran ( 1 9 8 7 ,  p. 325) effectively 
summarize the situation substitute teachers face. They 
state: 
Basically, it is argued that substitute teaching is a 
marginal situation in which substitute teachers do not 
fill roles that allow them to adequately legitimate 
their behavior. More specifically, they are not seen 
as having authority in the school, and they do not know 
the rituals of the classroom. Hence substitute 
teachers find themselves in a situation that is not 
integrated within the formal structure of the school, 
and as a result, they cannot contribute meaningfully to 
the successful achievement of the desired goals. In 
other words, substitute teachers are in a marginal 
situation. 
Little research is available to suggest that substitute 
teachers are effective instructionally. Studies by Case 
(1986) and Willerman and McGuire (1986) present the 
strongest arguments to suggest that substitute teachers can 
be instructionally effective. However, even under somewhat 
controlled and optimum conditions, Case (1986) is able to 
report that only 60% of the teachers thought that quality 
instruction was provided by substitute teachers. Willerman 
and McGuire report positive performance 
substitute teachers based on the measure used. However, 
their research design transfers to substitute teachers 
through intensive and situational training the source of 
authority and knowledge of rituals which Clifton and 
Rambaran (1987) describe as being absent in substitute 
teaching. 
The work of Clifton and Rambaran (19873 pem,ies key 
attributes of alternatives to the use of substitute teachers 
to be identified. These are source of authority and 
knowledge of rituals. It does seem that alternatives that 
have the greatest ownership and support of teachers in a 
building have the greatest likelihood of being recognized by 
students as having a source of authority. Also, 
alternatives that involve full time assignment of staff to a 
school to cover teacher absences may have a chance of 
success because of substitute teacher knowledge of students 
and rituals in the building and classrooms. 
Teacher and Administrator Perceptions 
of Substitute Teachers 
With the exception of the opinions of special education 
teachers (Case, 1 9 8 6 ) ,  little information exists on teacher 
and administrator opinions about the instructional 
effectiveness of substitute teachers. I determined that if 
teachers and administrators believed that substitute 
teachers were instructionally effective, there would be 
-- l i t t l e  l i k e l i h o o d  of i n L r d u u c i n g  alternatives t o  t h e  u s e  of 
substirute t e a c h e r s  regardless of r e s e a ~ c h  t o  t h e  contrary. 
To g a t h e r  i n f o r m a t i o n  on  t h i s  I s s u e ,  I c o n d u c t e d  a s t u d y  i n  
t h e  ~ p r i n g  G £  t h e  1 5 9 0 - 1 5 9 3  s c h o o l  yea r  l - ~ s i n g  a s t r a t - i f i e d  
random s a m p l i n g  procedure. 1 serit a survey t o  8 6 5  t e a c h e r s  
3:-lcl 7 4  S u i L d i n ~  a d m i r : i s t r a E o r ~  i.n an u r b a n  s c h o o l  a l s t z i c t  
i n  a r u r a l  state. Tho ratme of r e t u r n  w a s  7 4 % .  
T h e  su:cvcy c o n s i s t e d  of 1 4  i t e r c s .  Twelve  c l u s t e r e d  
a r a u n d  t h r e e  t o p i c a l  areas: s u b s t i t u t e  t e a c h e r  orientation, 
c i a s s r o o r n  managernenr,  a n d  i n s t r u c t l o r ~ a l  e f f e c t i v e n e s s .  
Icems p e r t a i n i n g  t ' ~  s u b s t i t u t e  teecher o r i e n t a t i o n  a d d r e s s e d  
o r i e n t a t i o n  t o  the b u i . l d i n g ,  a s s i s t a n c e  i n  u n d e r s t a n d i n g  
--  tines C , and procedures i n  the b u i l d i n g ,  and  e x p e c t a t i o n  of 
e l d b o r a t i o n  on l e s s o n  p i a n s .  I t e m s  p e r t a i n i n g  to classroom 
rnanagenent  a d d r e s s e d  s u c h  n3t te rs  a s  h e l p f u l n e s s  of 
s t u d e n t s ,  a b i l i t y  t o  m a i n t a i n  discipline, response of 
s?:::dent s t o  s u b s t i t u t e  t e a c h e r s ,  q u a l i t y  of lesson plans, 
and i i - i t e r r ~ p t i o n  of i n s t r u c t i o n a l  p r o g r e s s  when substit~tes 
a r e  present, I t e m s  p e r t a i n i n g  t o  i n s t r u c t i o n a l  
e f fec .c i .veness  addressed the u s e  o f  l e s s c n  p l a n s  provided, 
e f f e c t i v e r ~ e s s  in i n t r o d u c i n g  new c o n t e n t ,  e f f e c t i v e n e s s  in 
drill and p r a c t i c e ,  and a p p r o p r i a t e n e s s  of s u b s t i t u t e  
t.eac3er p r e p a r a t i o n .  Two a d d i t i o n a l  items w e r e  u s e d .  One 
i c s m  asked r e s p o n d e n t s  t o  i n d i c a t e  t h e  degree t o  wh ich  
a v a i . l a b l  1 j . t ~  o f  s u f f i c i e n t  numbers  of  skilled t e a c h e r s  w a s  a 
problem and the other inquired about the need to investigate 
other approaches to classroom coverage. 
A Cronbach's alpha was used to determine internal 
consistency reliability estimates of the three topical areas 
in the survey: substitute teacher orientation, classroom 
nianagement, and instructional effectiveness. Based on the 
magnitude of the inter-item total correlations, the items 
contained in the classroom management and instructional 
effectiveness areas were judged to be sufficiently 
interrelated to be further analyzed as correlated 
constructs. Substitute teacher orientation was eliminated 
because the reliability coefficient yielded did not reflect 
the presence of a construct. 
An analysis of variance was used to compare the 
responses of teachers and administrators. No differences 
were observed by position or level on the construct of 
classroom management. The mean scores of administrators and 
teachers indicated that neither group perceived substitute 
teachers to be effective in classroom management. On the 
construct of instructional effectiveness, no statistical 
differences were found by position. However, statistical 
significance was found by level of instruction. while no 
group perceived substitute teachers as instructionally 
effective, the mean scores by level showed the most positive 
responses at the elementary level and the least positive 
responses at the high school level. 
Teachers and administrators were asked about the 
availability of skilled substitute teachers and the need for 
the school district to examine alternative approaches to the 
Y s e  of substitute teachers. No statistical differences were 
found between teachers and administrators by position or 
Level of instruction. Both agreed that there was a problem 
in the availability of skilled substitute teachers. Also, 
both groups agreed that there was a need to examine 
alternative approaches to the use of substitute teachers. 
Fly findings (Caster, 1991) differ from those of 
McCarther and Clark (1991). In a survey of inner-city 
teachers and administrators (N = 150 and 3 0 1 ,  they report 
that both groups believe substitute teachers do an effective 
job of replacing regular classroom teachers. The groups also 
bslieve that substitutes can maintain good discipline. 
Two reasons may exist for the differing results in the 
two studies (Caster, 1991; McCarther & Clark, 1991). One 
may be the methodology used. Significant differences exist 
between the two studies in design. McCarther and Clark 
(1991) use a yes-no format and ask respondents: "Do you 
believe that substitute teachers do an effective job of 
replacing classroom teachers?" In my study (Caster, 1991), 
I presented statements and required responses on a five- 
point Likert-type scale. Multiple statements related to 
substitute teacher performance were used to create 
constructs of instructional effectiveness and classroom 
management. Unsolicited written comments were provided by 
teachers and administrators showing empathy for the problems 
that substitute teachers encounter. McCarther and Clark 
(1991) had a high percentage of former substitute teachers 
in their study, 87% of the teachers and 53% of the 
administrators had formerly served as substitute teachers. 
Possible identification with substitute teachers, especially 
with a yes-no format, may have influenced results. I did 
1ence as a not collect information on previous experl 
substitute teacher. 
The second possible explanation for the differences 
between my results (Caster, 1991) and those of McCarther and 
Clark (1991) may relate to the population from which the 
samples were drawn. Both studies were done in single school 
districts. McCarther and Clark (1991) describe their 
district as inner-city urban; mine (1991) was in an urban 
district in a midwestern state. In fact, there may be 
differences between the beliefs of teachers and 
administrators in the two districts about effectiveness of 
instruction and classroom management of substitute teachers. 
Simmons (1991) indicates that few schools have devoted the 
energies or resources necessary for substitute teacher 
programs to be effective. McCarther and Clark (1991) may 
have conducted their study in a school district that has 
made this investment, 
The results of my study (Caster, 1991) support the need 
for an investigation of alternatives to the use of 
substitute teachers in the school district being studied. 
The responses of the teachers and administrators in that 
district indicate that they do not believe that substitute 
teachers are effective in either classroom management or 
instructi~nal effectiveness. Further, they 
believe that the lack of an adequate supply of skilled 
substitute teachers is a problem, and they support looking 
at alternatives t~ the current system. The data confirm the 
results of Olson (1971); that is, secondary teachers and 
administrators perceive the problems to be greater than do 
either elementary teachers and administrators or middle 
sch~ol teachers and administrators. 
Alternatives to the Use of Substitute Teachers 
Very little attention has been given to planned 
alternatives to the use of substitute teachers. Soares 
( 1 9 8 8 )  described a program that is one alternative to 
substitute teachers. He reported on the successful use of 
graduate students in education as full-time substitute 
teachers as part of their graduate training. Since interns 
were assigned full time to a school, they had a better 
source of authority and knowledge of rituals (Clifton & 
Rambaran, 1987) than traditional substitute teachers. Even 
though the interns received higher ratings than did regular 
substitute teachers, Soares (1988) did not advocate this as 
a replacement of substitute teachers. His interest as a 
teacher educator was in describing a useful field experience 
for graduate students. Also, in practice, I perceive the 
opportunity to use such a strategy as being dependent on 
proximity to a large graduate training institution with an 
adequate supply of graduate students. 
Deutchman (1983) proposed a novel idea. She contended 
that it is unrealistic to expect a substitute teacher to 
instructionally replace an absent teacher. Her solution is 
that the classroom teacher, in conjunction with students, 
create a list of guests that could be invited to take over 
the class when the teacher is absent. There is no evidence 
that this approach has been tried in any school district. 
Most information on alternatives to the use of 
substitute teachers comes from what school districts do when 
substitute teachers are unavailable to replace absent 
teachers. Meara (1983) reports use of teacher associates, 
internal re-assignment of staff, and re-assignment of 
students as methods used when substitute teachers are not 
available. 
As part of my study (Caster, 1991) regarding teacher 
and administrator opinions ahout. substitute teachers, I 
asked principals if they had experienced the problem of lack 
of substitute teachers and how they coped with the probJ-em. 
Only L of 62 administrators responding indicated that 
substitute teachers had always been available when needed. 
Administrators were asked to respond to a forced choice set 
of alternatives, indicating those that they had used. 
Responding administrators indicated whether or not the 
method had been used and did not indicate frequency of use. 
The category of "other" was provided, but administrators 
were not asked to describe those methods because the purpose 
was to determine perceptions of substitute teacher 
effectiveness. Almost 18% of the administrators indicated 
that an "other" method had been used. Identification of 
those methods might be helpful in identifying useful and 
workable alternatives to the use of a centralized substitute 
teacher system, The information provided by the 
administrators is shown in Table 1. 
The need to supervise students while they are in school 
has caused administrators to develop strategies to use when 
there are not enough substitute teachers (Caster, 1991; 
Meara, 1983). It seems realistic that some of those 
strategies could be used on a planned basis when teacher 
absences occur and not just considered as last resort 
methods when substitute teachers are unavailable. 
Table 1 
Methods of Classroom Coveraqe When Subst.itute Teachsrs Are 
Unavai-lable and Percentaae of Administrators lndicatinq Use 
- 
Method % 
Classes covered by administrators 62.9 
Classes covered by teachers during planning time 59.7 
Classes covered by special program teachers 
(Chapter I, DM Plan, special education resource) 51.6 
Students assigned to other classes 35.5 
Classes covered by teacher associates 33.9 
Classes covered by counselor, nurse or other 
support personnel 
Other 1 7 . 7  
Costs Associated With Substitute Teachers 
There is a cost in the use of substitute teachers. 
While considerable variation exists in the compensation of 
on-call substitute teachers (Koelling, 1 9 8 3 ) ,  Hill (1982) 
estimated that the annual national cost of teacher 
absenteeism was nearly two billion dollars. The substitute 
teacher costs in the Chicago schools over the period from 
the fall of 1980 through the fall of 1982 were found to be 
8.4% of the annual arn0un.t budgeted for teacher compensation 
(Meara, 1983). 
Variation exists in the rates of teacher absenteeism 
reported in the literature. Kraft (1980) reported that 
teachers are absent an average of seven days per year, The 
Educational Research Service (1981) found the average number 
of paid absence for teachers was eight days per year. Meara 
(1983) reported the absence rate for the Chicago schools as 
10.4 days per year. In tneir summary of teacher 
absenteeism, Foldesy and Foster (1969) describe factors that 
relate to absenteeism, for example, teacher morale, economic 
level of the school, and geographic setting. 
There are difficulties associated with comparing 
information on absenteeism within and across organizations. 
Goodman and Atkin (1984) report that comparisons are 
unreliable because of lack of consistency of record keeping 
and classification of the type of absences. Regardless, the 
economic significance of the cost of absenteeism in public 
education is validated by the variety of efforts t3 
encourage better teacher attendance (Pellicer, 1984; ~ e e d ,  
1981; Skidmore, 1984). 
In my study (Caster, 1 9 9 1 ) ,  a cost estimate was done to 
determine the approximate expenditure for substitute 
teachers each year. The daily rate paid to substitute 
teachers during the 1990-1991 school year was $65. Teachers 
responding to the survey were asked to indicate the number 
of days they had missed during the year. The self-reported 
information on absences included absences for all reasons. 
Consequently, no inference can be made about the rate of 
teacher illness because the information absences 
due to emergency, personal business, bereavement, and 
attendance of conferences or district sponsored workshops. 
The information is shown in Table 2. 
Table 2 
Teacher Reported Absences For All Reasons 
Number of Days Absent Teachers Reporting % of Teachers 
0 
1-2 
3-4 
5-6 
7-8 
9 or more 
A minimum estimated cost for substitute teachers can be 
calculated from the absence information provided by 
teachers. Table 3 shows the minimum estimated substitute 
teacher cost for the 638 teachers for the 1 9 9 0 - 1 9 9 1  school 
year. The survey sample included approximately 30% of the 
2,200 teachers in the school district. An estimate of the 
cost of substitute teachers for all teachers for the 
1 9 9 0 - 1 9 9 1  school year i s  $640,000. This estimate appears 
realistic because the average number of days absent for the 
638 teachers reporting would have been 4.65 days per school 
year. Previous studies of absenteeism of teachers in this 
school district reported a level of teacher absenteeism tor 
sick leave alone that approximates that figure without 
adding paid emergency, bereavement, or personal business 
days (Tompkins, 1988). 
Table 3 
Estimated Substitute Teacher Cost of Survey Sample Usinq 
Lowest Estimate of Absences at Daily Rate of $65 
Number of  Days  Number o f  Teachers Minirnun Days Substicute C o s t  
9 o r  more 
t o t a l  
The amount of money is significant. It takes on greater 
importance when considered in conjunction with the research 
and opinion that indicate that the use of on-call 
substitute teachers is not instructionally effective. It is 
possible to ask: With the same amount of money, could the 
schools obtain more benefit? If alternatives to centralized 
substitute teacher systems exist, school-based management 
(Herman, 1992; Lindelow & Heynderickx, 1989) provides a 
logical method for determining the most effective use of the 
funds previously spent on services from a centralized 
substitute teacher system. 
Summary 
The purpose of this study is to determine if 
alternatives to a centralized substitute teacher system 
exist, and, if so, whether or not they are acceptable to 
educators and feasible in practice. The literature related 
to this purpose includes the organization of substitut.e 
teacher systems in large school districts, research on 
instructional effectiveness of substitute teachers, opinions 
of teachers and administrators about the instructional 
effectiveness of substitute teachers, alternatives to the 
use of substitute teachers, and the costs associated with 
substitute teachers. 
The quantity of literature on alternatives to 
centralized substitute teacher systems is small. Studies do 
indicate that substitute teachers are not instructionally 
effective and opinions of educators are consistent with 
those conclusions. A few planned alternatives to the use of 
substitute teachers have been suggested, but most 
alternatives come out of necessity when substitute teachers 
are unavailable. The next chapter describes the methodology 
used to generate planned alternatives to a centralized 
substitute teacher system and to determine if those 
alternatives are practical for use in high schools in large 
school districts. 
Chapter 3 
METHODOLOGY 
  he purpose of this exploratory study is to establish a 
foundation that schools can use in considering alternatives 
to the use of a centralized substitute teacher system. Even 
though research indicates that substitute teachers are not 
instructionally effective (Caster, 1991; Clifton & Rambaran, 
1987; Olson, 1971), little information exists about planned 
alternatives to the traditional substitute teacher system. 
Methodology in this study is used to generate alternatives 
to centralized systems at the high school level and examine 
the attractiveness of those alternatives to students, 
teachers and administrators. If schools are to consider new 
ways to cover for absent teachers, the processes that can be 
used in system change are important. 
Even if alternatives are attractive to educators, they 
must also be feasible. They must provide the classroom 
coverage needed and do so within the fiscal limits of the 
current system. The method used to determine whether or not 
alternatives are feasible is applied to the study of two 
high schools. An effort is made to describe the school 
district and the high schools in sufficient detail and to 
collect data using processes that can be applied to other 
school districts and high schools. The methodology used 
involves an analysis of the need for substitutes and the 
cost of those services. 
Four questions guide this investigation. The 
methodology used for each question is described in this 
chapter. Discussion of methodology is preceded by a 
description of the setting in which this study is conducted. 
Setting 
This study is conducted in an urban setting in a rural 
state. The school district has a student population of 
approximately 3G,000 students who are served by 5 high 
schools, 10 middle schools, and 39 elementary schools. The 
educational structure used is a K-5, 6 - 8 ,  and 9-12 plan. 
The srhcol district also operates two special schools for 
children with disabilities, an alternative school for middle 
school students, and two alternative schools for high school 
students . 
A district school is operated at the middle and high 
school level to provide courses for talented and gifted 
students and specialized programs in vocational and 
technical education. Students attend that school for 
one-half day and have an assignment to a regular middle or 
high school. 
The school district has been aggressively moving toward 
school-based management. Each school has a school-based 
council made up of teachers, parents, community members, and 
the building administrator. Students are part of the 
school-based council at the secondary level. Data bases 
have been created for each school that permit disaggregation 
of achievement and school climate data. Each year more 
control over funds and decision-making has been returned to 
individual schools. 
Staff in all buildings have been involved in a variety 
of shared decision-making activities. Through the district 
plan for using state monies allocated for improvement of 
instruction, teachers have participated in determining how 
fr~nds will be used for special positions, staff development, 
and special projects in their schools. These experiences in 
shared decision-making create a potential readiness 
necessary for teachers and administrators to evaluate 
alt@rnatives to the centralized substitute teacher system. 
The current system for classroom coverage when teachers 
are absent is the use of a centralized pool of substitute 
teachers. The district substitute teacher office is 
contacted when a teacher is to be absent and a substitute 
teacher is assigned. The substitute teacher remains in the 
assigned school in that position until the regular teacher 
returns. Specific substitute teachers may be requested, but 
no assurance exists that the requested substitute will be 
available or assigned. An attempt is made to provide 
substitute teachers certified in the area of instruction 
where coverage is needed, but this does not always occur. 
Substitute teachers generally do not know their assignment 
until the evening prior to the assignment or the morning of 
the assignment. Supply of substitute teachers is adequate 
to meet about 90% of demand. 
The five high schools range in enrollment from 
approximately 1,000 to approximately 2,000 students, A11 
high schools operate under the same personnel procedures and 
recording of absences is uniform within the district. The 
course of study available to students provides for little 
variation since the requirements for graduation are 
established by the board of education and textbook 
selections are made by a district-wide textbook adoption 
committee. Students from all schools have equal opportunity 
for enrollment in the one-half day district program for 
vocational-technical instruction and specialized courses for 
talented and gifted students. 
Generation of Alternatives to the Centralized 
Substitute Teacher System 
The first research question in this investigation is: 
What alternatives to the use of a centralized substitute 
teacher system will a select group of educators identify? 
Generation 06 alternatives is critical to this investigation 
because the literature provides little infomation on 
planned alternatives to the use of substitute teachers or a 
centralized substitute teacher system. 
A focus group was created to generate alternatives to 
the existing district substitute teacher system. Morgan 
( 1 9 8 8 )  describes a focus group as a form of group 
interviewing with reliance on interaction between group 
members to create information. While Morgan (1 .988)  
indicates that content validation is not required with focus 
groups, the design of this study includes validation by 
c5llecting the opinions of teachers and administrators 
regarding the acceptability of the alternatives generated. 
In this study the focus group was composed of seven 
educators including one central office administrator, one 
high school principal, one high school vice-principal, and 
four teachers. High school students were not included 
because the purpose was to generate alternatives acceptable 
to educators. The teachers represented the content areas of 
science, social science, art, and industrial arts/technology. 
The vice-principal had recent experience as an ~nglish 
teacher. Participants were selected based on recommendations 
from the director of the department of human resources and a 
subject area supervisor of the school district. These 
sources were u s e d  because of their knowledge of teachers in 
a l l  of the high schools. ~ecommendations were based On a 
request for names of teachers who represented a variety of 
subject areas, were good thinkers and communicators, 
professionally active, and respected by their colleagues. 
Similar criteria were used for the selection of 
administrators. 
All five of the comprehensive high schools within the 
school district had representation in focus group 
membership. The central office administrator was the human 
resources administrator responsible for supervising the 
district substitute teacher program. 1 invited focus group 
members either in person or by telephone to participate. 
Two teachers invited to participate were unavailable because 
of existing conflicts, and I selected replacements the next 
teachers on the list of recommended teachers without 
duplicating teaching fields. Following a verbal explanation 
of the purposes of the focus group, a letter was sent to 
each participate re-explaining the purpose and giving a 
brief sumlary of the literature on substitute teachers. 
Appendix A contains the letter of invitation and the 
background information given to focus group participants. I 
served as moderator of the focus group. 
The focus group met after the student school day in the 
conference room of a centrally located middle school in the 
district. The meeting was scheduled from 3 : 0 0  p.m. to 
4 : 3 0  p.m., but due to late arrivals actually ran from 
3:15  p.m. to 4 : 5 0  p . m .  Note taking and video recording were 
used to capture the discussion and the alternatives 
generated by the focus group. Focus group members were 
informed that alternatives for covering for absent teachers 
were restricted to absences of five days In duration or 
less. 
All members of the focus group discussed their 
individual perspectives on substitute teachers. There was 
no attempt to achieve formal consensus or to rank order the 
alternatives according to desirability or feasibility. 
Focus group members appeared comfortable with the premise 
'that successful alternatives must be appropriate for the 
school, and that each high school staff must decide the best 
approach for their settlng. Also, there was a shared 
understanding that alternatives would require some system 
changes such as methods for budgeting for substitute 
teachers, procedures for returning monies to high schools, 
dnd record-keeping systems. The focus group did not need to 
address these. 
Acceptance of Alternatives to a Centralized 
Substitute Teacher System 
The second research question is: What are the opinions 
of high school students, teachers, and administrators of 
alternatives to the centralized system? This question 
serves the purpose of determining the acceptance of 
alternatives by the different groups and thus the likelihood 
that interest exists to implement them in high schools. 
The alternatives to the centralized substitute teacher 
system that the focus group generated were the basis fur two 
surveys. One survey was conducted of teachers and 
administrators, and one was conducted of high school 
students. This permitted testing the alternatives to 
determine which, if any, would be attractive to high school 
teachers, administrators, and students. 
Two of the 10 alternatives identified by the focus 
group were not included in the surveys. The alternatives 
excluded from the surveys were (a) the use of "guest 
teachers" from the community to serve as substitute teachers 
and (b) the use of high school students to assist in 
covering classes. I excluded those alternatives because 
they were approaches that could not be briefly and 
effectively explained in a survey, and they could not be 
implemented without creating new and elaborate procedures in 
the schools. Since they received far less emphasis and 
elaboration in the focus group process than did the other 
alternatives, I did not believe the intent of the study was 
weakened by excluding them. 
Survey of Hish School Teachers and Administrat- 
I developed a 10-item survey to c:ollect the opinions of 
high school teachers and administrators about the 
alternatives. Eight of the items required respondents to 
react to the alternatives created by the focus group. 
Respondents were instructed to view each alternative 
independently of other alternatives. A five-point Likert- 
type scale was used to permit respondents to indicate if the 
alternative was very a t t r a c t i v e ,  somewhat a t t r a c t i v e ,  
undecided, somewhat u n a t t r a c t i v e ,  or very u n a t t r a c t i v e .  A 
criterion of a mean score of at least 3.25 on a five-point 
scale was used for acceptance of an alternative and an 
a priori alpha of . 0 5  was used for determining stati.stica1 
significance. 
Two open-ended questions permitted respondents to 
describe other alternatives that should be considered or to 
offer comments about the existing substitute teacher system 
and their needs. Demographic information collected from 
teachers included name of the school and assignment. School 
name was not collected from administrators. 
The initial survey was modified after review by 
selected middle school teachers, the department of human 
resources, and the research department of the school 
district. Modifications increased the ability of 
respondents to understand the purpose of the survey and each 
of the alternatives presented. 'The survey was administered 
in May 1992, to high school teachers and administrators in 
the five comprehensive high schools. The survey also was 
administered to teachers and administrators in the one-half 
day program offering advanced classes and vocational- 
technical training to students in the comprehensive high 
schools. 
The surveys were delivered to each high school; school 
secretaries distributed them to teachers and administrators. 
A cover letter from the director of personnel explaining the 
purpose of the study and a return envelope accompanied each 
survey. Surveys were returned to the department of human 
resources using the intra-district mail system. The letter 
of transmittal and survey for teachers and administrators is 
in Appendix B. 
Survey of Hiqh School Students 
As the consumers of substitute teacher services, high 
school students have opinions that are important to consider 
in system change. The survey used with teachers and 
administra~ors was not used with high school students. 
Instead, a survey for high school students, one more 
reflective of their consumer relationship with the 
substitute teacher experience, was designed. Alternatives 
generated by the focus group were translated into issues 
relevant to high school students: (a) having substitute 
teachers more experienced in the school, (b) having regular 
teachers as substitute teachers, and ( c ;  being re-assigned 
to a study hall or library instead of having a substitute 
teacher, When the regular teacher is absent, these are the 
issues facing high school students from the focus group 
alternatives. 
In zddition to identifying the opinions of high school 
students about alternatives, the student survey assessed 
student perception of the instructional effectiveness of 
substitute teachers. This was something unaddressed in the 
literature and important for future decision-making on use 
of alternatives to the centralized substitute teacher 
system. This dimension, except for unsolicited written 
teacher comments, was not included in the teacher and 
administrator survey because the information had been 
collected in previous research (Caster, 1991). 
An eight-item survey was developed for use with high 
school. students; seven of the items used a Li,kert-type 
scale. An open-ended item permitted students to describe an 
effective substitute teacher. Also, students were invited 
to provide any ideas they had to improve the effectiveness 
of the substitute teacher program. Demoqraphic information 
collected included school name and grade level. 
This survey, as the one used with teachers and 
administrators, was modified after review by the department 
of human resources and the research department of the school 
district. Major changes were the translation of 
alternatives into statements that would have meaning for 
high school students. The survey was administered in May 
1992, to high school students attending the largest and the 
smallest high schools in the district. Sample size was 
based on small population sampling theory (King, 1978) and a 
90% confidence level was used to deternine the number of 
student responses needed from each school. The largest 
school had an enrollment of 1968 and the smallest school had 
an enrollment of 922 students. 
The surveys were delivered to each high school and 
given to the high school principal. The selection of 
classes for administration of the survey was determined by 
the principal of each school. The principals were 
encouraged to select classes that would permit inclusion of 
studdents at all grade levels. Student participation was 
voluntary. The survey, along with the accompanying 
instructions read aloud by the administering teacher are in 
Appendix C. 
Processes Required for Enactment of Alternatives 
Successful adoption of new practices requires 
sensitivity to the needs of the people within the 
organization as well as of the organization itself. The 
third research question is: What do high school teachers 
and administrators see as the processes required for 
enactment and implementation of alternatives to a 
centralized substitute teacher system? This question 
attempts t.o capture the insights of key members of the 
organization ajout the change process in their school and 
the feasibility of using the alternatives. 
I developed a semi-structured interview to use with 
principals, vice-principals, and department chairpersons in 
the large and small high school in the district during the 
summer and fall of 1992. The interview consisted of four 
questions: (a) which alternatives, if any, are preferred, 
(b) how would those alternatives be implemented in the 
school, (c) what problems are anticipated in the 
implementation of the alternatives, and (d) what other 
information about the alternatives use of substitute 
teachers do you wish to share. Five administrators and 14 
teachers were interviewed. Participation was voluntary and I 
obtained permission to tape record interviews. The semi- 
structured interviews were analyzed using a content 
comparison procedure. Notes taken during interviews and 
multiple reviews of auto-tapes served as the basis for the 
analysis. 
Feasibility of Using Alternatives in High Schools 
The fourth question is: What is the feasibility of 
using alternatives to a centralized substitute teacher 
system in a large and small high school? This question 
focuses on the pract-ical realities of system change. Its 
pQrpose is to determine whether or not alternatives are 
capable of providing the coverage needed by the schools at a 
cost no greater or less than the current expenditure for 
substitute teachers. To accomplish this, it was necessary 
to review the nature and cost of teacher absences, determine 
the need for substitute teachers, and apply this information 
to the use of alternatives in the two schools. The 
methodology used for these operations is explained in the 
following sections. 
Nature and Cost of Teacher Absences 
An understanding of the nature and cost of teacher 
absences is important to this investigation. The degree to 
which alternatives are feasible cannot be determined in 
isolation of information about teacher absences and 
expenditures for substitute teachers. For the purposes of 
this study, two high schools in the district, the largest 
and the smallest, were selected for review and comparison. 
Procedure 
- 
  he 1990-1991 payroll records for each high school were 
used as the basis for analyzing absenteeism. Procedures for 
marking payroll reports are defined by the school district, 
and both schools were expected to use the same procedures. 
To ensure that analysis would reflect actual costs to the 
district, the director of human resources and I met to 
review personnel included in the payroll reports for each 
school. We decided to exclude from the data analysis 
personnel for whom substitute teachers were not requested 
when there was an absence. Excluded were school counselors, 
school-within-a-school counselors, special education 
resource teachers, Chapter I resource teachers, and resource 
teachers in a district compensatory program. One school 
maintained a teacher on the payroll who was assigned to the 
high school for only record-keeping purposes until his sick 
Leave had been used and he became eligible for disability 
insurance. He was absent for the entire year and was 
excluded from the study. The other school included on the 
payroll a teacher who was assigned to a special project and 
for whom no substitute teacher was obtained when he was 
absent. He also was excluded from the study. 
The payroll records of the largest high school 
contained a list of 114 individuals. One hundred teachers 
met the criterion of needing replacement when absent and 
were included to determine fiscal implications of 
alternatives. The payroll records of the smallest school 
contained a list of 61 individuals and 49 of them met the 
requirement of being replaced by substitute teachers when 
they were absent. 
?nother criterion used in the study is the requirement 
that absences be five days or fewer in duration to be 
included. Payroll records were reviewed and absences that 
exceeded five days in duration were excluded. 
Teachers are under contract for 195 days, but students 
attend only 180 days of the year. Because substitute 
teachers are not used on days when students do not attend, 
the study was limited to student attendance days. This 
permits the data to reflect actual substitute teacher cost, 
but the absence information does not reflect total absences. 
Absence Cateqories 
Payroll forms are coded by type of absence. Ten 
categories of absence are used by the school district: 
illness, emergency leave, personal business leave, funeral 
leave, leave for death within the immediate family, 
professional leave, leave for a religious holiday, jury 
duty, and leave without pay. The district provides two days 
of emergency Leave per year that can be used for any 
unforeseen event such as an illness of a child, car 
problems, or a home emergency. One day per year is provided 
for conducting personal business with no explanation being 
required. Its purpose is for such things as the handling of 
legal affairs, moving, or enrolling children in college. 
Emergency leave and personal business leave are non- 
accumulative. Five days per event are available for leave 
due to a death in the immediate family. Leaves for 
attending funerals have no restriction in frequency, but 
there is a one-half day limit for funerals in the metro-area 
and a one day limit for funerals outside of the general 
area. No restrictions exist for the days that may be used 
for religious holidays, military leave, or jury duty. 
Absences due to illness and professional leave 
represent the two most frequently reported reasons for being 
absent from school. Absences due to illness are limited to 
15 days per year. However, sick days may be accumulated and 
there is no upper limit on the number of days that may be 
accumulated. Accumulated sick leave benefits are viewed by 
the school district as a form of insurance against major 
accident or illness and no provision exits for compensation 
of unused sick leave. 
Professional leave is a broad category including days 
used for attending professional conferences, district 
inservice training sessions, visitations of other schools, 
participation on high school accreditation teams, and any 
absence approved by the administration of the high school 
for professional growth or service. There is no defined 
limit on the number of days that teachers may be gone for 
professional leave. Also, there is no requirement that 
every teacher be granted professional leave during the year. 
The school district incurs a cost of $65 per day when 
teachers are absent from duties, and a substitute teacher is 
employed. The only situation in which the school district 
does not pay both substitute teacher salary and salary and 
benefits for the absent teacher is when a teacher is granted 
an unpaid leave of absence. Deduction in teacher salary is 
based on his/her daily rate which always exceeds the daily 
rate for substitute teachers. This category, in fact, 
produces an economic savings to the school district. 
A very small return of monies occurs when teachers are 
on jury duty. Since they are paid for that service while 
earning teacher salary, earnings from jury duty are required 
to be returned to the school district. 
Determination of Absence Costs 
For the purposes of determining the cost of substitute 
teachers for the two high schools, all categories are 
included. Even though there is a net savings to the 
district with unpaid employee leave of absence, the cost of 
a substitute still exists. Consequently, the projected 
substitute teacher cost per building is equal to the 
expenditure that would have occurred for all absence 
categories. While it is known that the supp ly  of substitute 
teachers is not sufficient to meet all absences, the intent 
of r.he substitute teacher system has been to fill all 
requests for substitute teachers. Consequently, the 
projected cost of substitute teachers is based on the need 
for substitute teachers. There was no attempt to factor for 
unrnet need for substitute teachers during the 1990-1991 
school year. 
Need for Substitute Teachers 
Teacher absences were coded for each of the 180 student 
contact days. For each day, the number of substitute 
t sachers  was established for the large and small high 
school. Comparisons are made by quarter, semester, and 
school year to determine if differences existed. 
Feasibility of Alternatives 
The alternatives generated by the focus group were 
individually applied to each school. Two factors were 
consi .dered in determining feasibility: (a) the amount of 
teacher coverage possible with the alternative and (b) cost 
of the alternative. A criterion of 90% coverage of teacher 
absences is used as a measure of success. This rate of 
coverage is that which is reported by the department of 
human resources for the current centralized substitute 
teacher system. Because there was no interest in a more 
expensive substitute teacher system, the cost of 
alternatives was required to be less or no more than the 
expenditure calculated for teacher absences for each school. 
Summary 
The purpose of this study is to establish a foundation 
that schools can use in considering alternatives to the use 
of a centralized substitute teacher system. Multiple issues 
exist that are not addressed in the literature, issues 
necessary for decision-making. A combination of 
quantitative and qualitative methodology is used to generate 
data. 
Clear alternatives to a centralized system have not 
been identified and a focus group is used to generate 
possible alternatives. A survey of high school teachers and 
administrators is used to determine the acceptance of those 
alternatives. The consumer's perspective is obtained 
through a survey of high school students. Interviewing of 
administrators and department chairpersons is conducted to 
obtain insight into the alternatives most acceptable for 
implementation and the processes that would be used. 
Two schools, a large and small high school, are studied 
to determine the need for substitute teachers and the cost 
of teacher absenteeism. This information is used as a basis 
for examining the degree to which alternatives provide 
needed coverage for absent teachers within ex.ist..ing economic 
limits. 
Chapter 4 
ANALYSIS OF THE DATA 
The purposes of this study are to generate alternatives 
to the use of a centralized substitute teacher system and to 
examine the acceptance and feasibility of those alternatives 
in urban high schools. This chapter describes the results 
from the data gathering process of this investigation. Data 
were collected in four main areas: (a) alternatives to a 
cent.ralized substitute teacher system, ( b )  acceptance of 
alternatives by students, teachers and administrators, 
jc) processes required for enactment of alternatives, and 
(d) feasibility of using alternatives in high schools. 
Alternatives to a Centralized 
Substitute Teacher System 
The literature (Caster, 1991 ;  Meara, 1983) identifies 
the responses which schools have used when district-wide 
substitute teacher systems are unable to supply the number 
of substitute teachers needed. However, the literature does 
not provide information on alternatives to a district-wide 
substitute teacher program. Central to this investigation 
is generating alternatives for possible use at the high 
school Level. Alternatives were defined as methods of 
covering for absent teachers that would not rely on the 
district-wide substitute teacher system. That is, a high 
school would not have to request a substitute teacher from 
the district substitute teacher pool to cover for an absent 
teaches to meet the needs of the school. This section 
describes alternatives to a centralized substitute teacher 
system generated by the teachers and admmistrators making 
up the focus group. 
Alternatives Generated by the Focus Group 
 he focus group identified 10 alternatives to the use 
of the district-wide substitute teacher system. The 
alternatives can be grouped into three categories: (a) full 
time assignment of staff, (b) internal coverage within the 
high school, and (c) other methods. Full-time assignment of 
staff included having specific substitute teachers or 
additional contract teachers assigned to the hlgh school, as 
well as the use of teacher associates to supervise students. 
Internal coverage for absent teachers included having 
teachers assigned to substitute as part of their regular 
schedule, teachers substituting voluntarily and with extra 
compensation during planning periods, non-teaching but 
certificated support personnel (principals, vice-principals, 
counselors, and others) substituting, departments having the 
opti-on to combine classes without the use of a substitute 
and, lastly, assigning students to a study hall or the 
library when the regular teacher is absent. The t'other'' 
category includes (a) using student leadership when regular 
teachers were absent and (b) using members of the community 
to cover classes when teachers were absent. Each 
alternative is described along with rationale given by the 
focus group members. 
Ass.iqnment of Full-time Staff L S c l b s t i t u ~  
- 
1. Specific substitute teachers assigned to each high 
school 
  he focus group discussed the importance of substitute 
teachers knowing the students and building procedures i.n a 
high school. Many of the limitations of the centralized 
system were attributed to the transient nature of substitute 
teachers. It was suggested that each of the high schools 
have specific substitute teachers assigned to it. The group 
believed that this exclusivity of assignment would permit 
greater recognition of the substitute teacher by students 
and staff, thereby creating a more positive instructional 
setting. The substitute teachers would continue to be paid 
at the substitute teacher rate. It was also mentioned that 
the "specific substitute teachers" could be reassigned to 
other schools if they were not needed. 
2. Full time contract teachers assigned as substitutes 
The employment of additional full time contract 
teachers and their. assignment to high schools to serve as 
substitutes was suggested. The rationale for having them in 
a school was consistent with the rationale for specific 
substitute teachers assigned to high schools. These full- 
time teachers assigned to substitute duty would receive 
contract salary and benefits. The possible fiscal 
limitation of this alternative was mentioned as a potential 
obstacle. Support for this alternative came from teachers 
in the focus group who were concerned ahout teachers having 
permanency within a school without all the accompanying 
contractual benefits afforded other full time teachers, 
3. Full-time teacher associates assigned to supervise 
students 
Since much of substitute teaching consists of student 
supervision, a duty that can be performed by teacher 
associates, the use of teacher associates was suggested. 
One focus group member reported this as a method of 
classroom coverage currently being used in her high school 
when the supply of district substitute teachers is 
inadequate to meet the needs of the high school. Focus 
group members were uncertain about the legality of this 
method and also the availability of teacher associates that 
could competently perform this function. Even though there 
was agreement that substitute teaching, especially where 
teachers are not skilled in the subject area, is essentially 
student supervision, there was a belief of some members that 
it should done by a certificated teacher. Full time teacher 
associates are contract personnel and receive benefits. 
Internal Cove3:acle Within the Hiqh School 
1. Substitute teaching a s  part of the teaching 
assiqnrnent 
The high schools i n  the djstrict have moved to a seven- 
period school day, which has increased the teaching 
assignment of each teacher by one class period. It was 
suggested that high school teachers have one of the periods 
of the seven-period day scheduled for serving as a 
substitute teacher. Under this plan, some t.eachers would 
have five periods for instruction, one period for planning, 
and one period for substitute teaching. While this was 
suggested by teachers, no teacher in the focus group 
indicated an interest in doing this. A definite preference 
for teaching their own class as opposed to substituting was 
expressed by some teachers in the group. 
2 .  Options given to departments on the request of 
substitutes 
High schools are organized into instructional 
departments. Also, some high schools are experimenting with 
cross-content teams. It was suggested that departments or 
teams be given the opportunity to request that no substitute 
teacher be obtained if a department or team member was going 
to be absent. The department or the team would have the 
responsibility to arrange coverage for classes, but sorne of 
the cost saved from not having a substitute teacher would be 
returned to the department or team. 
3. Support staff to substitute teach 
It was suggested that the certificated support staff in 
buildings be required to substitute teach a minimum number 
of days during the year. This requirement would exist for 
the principal, vice-principals, counselors, work-experience 
coordinator, consultants, and other similar staff assigned 
to high schools. The number of days per school year 
suggested for substitute teaching was three. No specific 
rationale was given for the number of days recommended. 
Administrators being required to substitute is not a 
totally new idea. Grier and Creech (1990) indicate that a 
South Carolina district requires all central office 
administrators, principals, and assistant principals to 
substitute one day each semester. 
4. Identification of classes where substitutes are not 
to be used 
The difficulty encountered by a substitute teacher in 
adequately providing instruction in some classes because of 
the nature of the content was discussed. It was mentioned 
that classes of a laboratory nature, such as chemistry, art, 
and industrial technology, usually make i.t impossible for a 
substitute teacher to conduct lessons planned by the 
teacher. The teachers in the focus group agreed that 
considerations of student safety and preservation of 
equipment made it imperative that the planned lesson not be 
conducted by someone unfamiliar with the students, the 
laboratory setting, or the curriculurn. Likewise, it was 
suggested that there are content areas where substitute 
teachers are generally not available, such as higher level 
mathematics or foreign language classes, Replacing the 
absent teacher with someone untrained in the content area 
was viewed as without instructional benefit. 
It was suggested that where those conditions are 
present, students should be assigned to study halls or given 
the opportunity to go to the library instead of having a 
substitute teacher. Formally abandoning any effort to 
continue instruction by assigning students to study hall or 
the library was not a comfortable decision. Some reluctance 
existed about not requesting substitute teachers. It was 
unclear whether this hesitancy to cancel class was because 
of commitment to substitute teachers, ~erceived 
implementation problems, possible negative public relations, 
or some other reason. 
5. Option given to teachers to substitute during 
planning time with compensation 
Under the current comprehensive agreement, teachers can 
be assigned during the period designated for planning and 
preparation to cover classes for absent teachers. This is 
done infrequently and only in emergency situations because 
of the value placed on teacher planning. It was suggested 
that teachers be given the opportunity to volunteer to 
substitute teach during their planning period, but be 
compensated for the additional service provided to the high 
school. Al.1 focus group members appeared to be comfortable 
with this alternative, but one teacher did explicitly state 
she had too much preparation to ever want to do this. 
After many years with a six-period day, high schools 
expanded the number of instructional periods to seven. This 
resulted in most teachers having one additional class to 
teach than in previous years. This was a change unpopular 
with t.eachers and made any involuntary loss of teacher 
planning time a sensitive subject. Teachers in the focus 
group felt they maintained control with this option with the 
stipulatFons of it being voluntary and with compensation. 
Other Methods 
1. Guest teachers from the com~unity 
All high schools are attempting to expand their 
relationships with business partners and other community 
members. It was suggested that selected individuals such as 
artists or business leaders be invited to serve as "guest 
teachers'' when a planned absence for a teacher was going to 
occur. Focus group members acknowledged that a great deal 
of pre-planning and matching of "guest teachers" to classes 
would need to occur for this alternative to be successful. 
The issue of compensation of guest teachers was not 
discussed. 
2. Use of high school students to assist 
The current use of students in one high school. as 
"'class helpers," a program where they assist teachers, was 
discussed. These are students who have an interest in 
assisting and demonstrate leadership skills. It was 
suggested that students, either "class helpers" or other 
class members, could be identified and prepared to assist 
when the regular teacher was absent. This alternative 
received limited discussi.~~ and, while the utility of 
greater use of students seemed to be accepted 
philosophically, there was no belief that this would replace 
the need to have a responsible adult in charge of the class. 
Observations About the Focus Group 
The focus group identified 10 alternatives to the 
existing centralized system for assignment of substitute 
teachers. Prior to discussing alternatives, the group 
needed to affirm the worth of individuals who substitute and 
agree on the difficulty of their job. There was general 
agreement that the current system would benefit from 
modification, and interest existed in having the opportunity 
to use funds differently. 
One member of the group, based on her own experience, 
supported the current system. She felt able to obtain 
effective substitute teachers because within the pool are 
individuals who did their student teaching with her. 
Because of their experience with her, she believes that they 
understand the processes used in her classroom and, as a 
result, instructional effectiveness is maintained when she 
is absent. She acknowledged that teachers outside of social 
science might not find this to be true. 
Acceptance of Alternatives 
The alternatives to the centralized substitute teacher 
system generated by the focus group served as the basis for 
two surveys. One survey was conducted of teachers and 
administrators, and one was conducted of high school 
students. The results of each survey are presented 
separately and then are discussed. 
Results of the Teacher and Administrator Survey 
Surveys were distributed to 443 teachers and 19 
administrators; 281 teachers and 16 administrators returned 
them. This represented a 63% return rate for teachers and a 
84% return rate for administrators. Twenty-seven teachers 
did not identify their school and 34 did not identify their 
assignment when completing the survey. Because the survey 
was distributed at the end of the school year, no fellow-up 
was conducted. 
General Resul- 
Four alternatives were identified by teachers and five 
identified by administrators as being attractive. Three 
alternatives were jointly identified by the two groups and 
these were (a) specific substitute teachers assigned to each 
high school, (b) full time contract teachers assigned to 
high schools as substitute teachers, and (c) the option 
given to high school teachers to substitute teach during 
their planning time for extra pay. 
Teachers, but not administrators, identified having 
supp~rt staff (administrators, counselors, work-experience 
coordinators, and consultants) substitute teach three days 
during the school year as attractive. Administrators, but 
not teachers, identified giving departments the option to 
raot request substitute teachers and the use of teacher 
associates to supervise classes as attractive alternatives 
to the existing system. The group means and standard 
deviations for each item are shown in   able 4. 
Table 4 
Teacher and Administrator Response to Alternatives to a 
Centralized Substitute Teacher System by Item ( N  = 2 8 1  and 
N - 1 6 )  
-
Teacher Adrniais trator 
Mean SD Mean SD 
substituting as part of teaching 
assignment 2.0 1.4 
departments allowed to not request 
substitutes 2.5 1.4 
specific substitutes assigned to 
high schools 4.l* 1.0 
support staff to substitute 3.5* 1.5 
contract teachers assigned as 
substitutes 
teacher associates to supervise 
classes 2.9 1.4 
no substitutes for selected classes, 
reassign students 2.9 1.4 
planning time used for substituting, 
optional and with compensation 3 . 3 *  1.4 
+ mean of 3.25 on scale of 1-5 as criterion for acceptance of an 
alternative 
Results by ffiqh School 
A one-factor IYJOVA was used to analyze teacher item 
responses by school. Statistically significant differences 
were observed on two items: (a) giving departments the 
option to not request substitute teachers and 
(b) identifying classes where substitute teachers would not 
be used and students reassigned to a study hall or the 
library. Two of the six schools reached the criterion of a 
mean score of 3.25 for giving departments options on the 
request of substitutes and two different schools reached the 
criterion for identifying classes where substitute teachers 
would not be used and students assigned to study hall or 
library. An ANOVA for those two items is shown in Tables 5 
and 6. 
Table 5 
ANOVA of Teacher Response by School on Item 2: Departments 
-- 
Allowed to Not Request Substitutes 
--- 
Source of Sum of Degree of Mean 
Variation Squares Freedom Square F 
Between 50.07 6 8.34 3.835* 
Within 628.83 289 2.18 
Total 6 7 8 . 9 0  295 
T a b l e  6 
ANOVA o f  T e a c h e r  Response  by S c h o o l  on  I t e m  7 :  N o  
S u b s t i t u t e s f o r  S e l e c t e d  C l a s s e s ,  R e a s s i q n  S t u d e n t s  
-- 
S o u r c e  o f  Sum of Degree  o f  Mean 
V a r i a t i o n  S q u a r e s  Freedom S q u a r e  F 
Between 2 7 . 6 1  6 4 . 6 0  2 .283*  
W i t h i n  5 6 0 . 4 4  278 2 . 0 2  
T o t a l  5 8 8 . 0 5  284 
R e s u l t s  by C a t e q o r y  of  T e a c h i n q  Assiqnrnent 
I asked t e a c h e r s  t o  d e s i g n a t e  t h e i r  a s s i g n m e n t  w h e n  
c o m p l e t i n g  t h e  s u r v e y .  C a t e g o r i e s  of a s s i g n m e n t  w e r e  
c r e a t e d  a n d  w h e r e  t h e  number o f  t e a c h e r s  i n  a c a t e g o r y  was 
2 5  o r  n o r e ,  t h e i r  r e s p o n s e s  were compared. T e a c h e r  
a s s i g n m e n t s  number ing  25 o r  more i n c l u d e d  language a r t s  
( E n g l i s h ,  speech, drama,  and  j o u r n a l i s m ) ,  m a t h e m a t i c s ,  
s p e c i a l  e d u c a t i o n  ( a l l  a r e a s ) ,  s c i e n c e ,  and s o c i a l  s c i e n c e .  
T a b l e  7  c o n t a i n s  t h e  i t e m  means t o  s u r v e y  i t e m s  f o r  e a c h  
m a j o r  c a t e g o r y  of t e a c h i n g  a s s i g n m e n t .  

I compared categories of assignment using a one-factor 
ANOVA and found differences on three items. These items 
pertained to (a) the assignment of specific substitute 
teachers to each high school, (b) the use of full time 
teacher associates to supervise classes when teachers were 
absent, and (c) the identification of classes where 
substit-ute teachers would not be requested when the regular 
teacher was absent. All teacher groups believed that 
assignment of specific substitute teachers to each high 
school was attractive (item 3). The means on this item for 
the five teacher groups ranged from a low of 4.0 to a high 
of 4.57 on a scale of 5.0. 
The greatest differences by teacher assignment were in 
the use of teacher associates to supervise and in having 
selected classes where substitute teachers would not be 
requested (items 6 and 7). Language arts and science 
teachers were more favorable toward using teacher associates 
as a method of covering for absent teachers than were other 
teacher groups. Also, language arts teachers and social 
science teachers looked favorably, in contrast to the other 
teacher groups, at selecting classes where students would be 
reassigned to a study hall or the library when the regular 
teacher was absent. An ANOVA for items 3, 6, and 7 are 
presented in ~ables 8, 9, and 10. Effect size to determine 
practical significance was computed for the high and low 
means for each of the three items. Practical significance 
exceeded . 5  for each item. 
Table 8 
M O V A  of Teacher Response by Teachinq Assiqnment on Item 3: 
Specific Substitute Teachers Assiqned to Schools 
Source of Sum of Degree of Mean 
Variation Squares Freedom Square F 
Between 
Within 
Total 
Table 9 
ANOVA of Teacher Response by Teachinq Assiqnment on Item 6: 
Use of Teacher Associates to Supervise Students 
Source of Sum of Degree of Mean 
Variation Squares Freedom Square F 
Between 21.05 4 5.26 2 . 7 2 *  
Within 
Total 309.06 153 
- 
Table 10 
ANOVA of Teacher Response by Teachinq Assiqnment on Item 7: 
No Substitutes for Selected Classes, Reassiqn Students 
- 
-- 
Source of Sum of Degree of Mean 
Variation Squares Freedom Square F 
- 
Between 21.9 4 5.47 2 . 8 3 "  
Within 280.93 145 1.94 
Total 302.83 149 
Written Comments 
Eighty-six of the 281 teachers completing the survey, 
almost one-third, provided written comment. Comments ranged 
in length from short phrases to almost a full page of 
information. A variety of feelings were expressed, some 
where high agreement existed, some where opinions were 
mixed, and some that were specific to a given teacher's 
situation. I grouped teacher comments into six categories: 
( a )  teacher absences/compensation for sick leave, 
(b) regular teachers serving as substitute teachers, 
(c) observations about substitute teachers, (d) opinions 
about changing the substitute teacher system, 
(e) observations about the current substitute teacher 
system, and (f) other comments. 
The category of "teacher absences/compensation for sick 
leave" was the largest category of teacher comment. It was 
also the category of greatest consensus. Teachers tended to 
express the opinion that a system of pay for not using sick 
days or a buy-back of unused sick days at retirement would 
reduce absenteeism and the need for substitute teachers. 
Stated and implied in the comments was the belief that some 
teachers unnecessarily use their sick leave. One comment 
summarizes the opinion of many of the teachers: "I think 
some teachers need incentives to not be gone so much." The 
need for recognition for good attendance was expressed by 
~ t h e r  teachers. One teacher said: "It would be nice to be 
noticed for regular attendance as a staff member. We do 
this kind of stuff every year for kids." 
A variety of suggestions was offered, most having to do 
with a buy-back program for unused days of sick leave. 
Suggestions for purchasing unused sick leave days ranged 
from one-half of the daily rate of substitute teachers to $5 
or $10 per unused sick leave day. No comments about maximum 
days or general procedures for a buy-back program were 
offered. 
A few different ideas were offered related to 
incentives to reduce teacher absenteeism. One teacher 
suggested providing teachers with a second personal day if 
no sick leave days had been used during the previous Year. 
A n o t h e r  t e a c h e r  s u g g e s t e d  a  $25 o r  $ 5 0  bonus f o r  teacher- 
who d i d  n o t  r e q u i r e  a s u b s t i t u t e  t e a c h e r  d u r i n g  t h e  y e a r .  
However, t h i s  t e a c h e r  d i d n ' t  want t o  d i s c o u r a g e  c o n f e r e n c e  
a t t e n d a n c e  by t e a c h e r s .  Another  t e a c h e r  p roposed  l i m i t i n g  
t h e  accumula t i on  of s i c k  l e a v e  t o  2 0  o r  30 days  w i t h  a  
buy-back p r o v i s i o n  f o r  unused days. T h i s  i s  i n  g r e a t  
c o n t r a s t  t o  t h e  c u r r e n t  sys tem which h a s  no c e i l i n g  on 
a c c u m u l a t i o n  of s i c k  l e a v e .  
The i d e a  of  r e g u l a r  t e a c h e r s  s e r v i n g  as  s u b s t i t u t e  
t e a c h e r s  was of i n t e r e s t  t o  t e a c h e r s .  The m a j o r i t y  of 
w r i t t e n  comments w e r e  n e u t r a l  o r  n e g a t i v e  abou t  r e g u l a r  
t e a c h e r s  s u b s t i t u t i n g .  The most p o s i t i v e  conlments s u p p o r t e d  
t e a c h e r s  be ing  compensated when t h e y  cove red  f o r  one  
a n o t h e r .  Some t e a c h e r s  b e l i e v e d  t h i s  p r a c t i c e  would a f f e c t  
i n s t r u c t i o n a l  q u a l i t y :  "The b e t t e r  t e a c h e r s  would need t h e  
t i m e  f o r  p l a n n i n g .  Les s  e f f i c i e n t  t e a c h e r s  pe rhaps  would be  
m o t i v a t e d  f o r  t h e  wrong r e a s o n s . "  Another  t e a c h e r  
i d e n t i f i e d  a  d i f f e r e n t  i s s u e  r e l a t e d  t o  t e a c h e r s  c o v e r i n g  
f o r  e a c h  o t h e r :  "The p r e s s u r e  t o  come t o  work when I d o n ' t  
f e e l  good i s  g r e a t  enough w i t h o u t  knowing t h e  p r e s s u r e  i s  
b e i n g  p l a c e d  on o t h e r  b u i l d i n g  t e a c h e r s  t o  cover  m y  c l a s s . ' "  
T h i s  w a s  m i r r o r e d  by t h e  t e a c h e r  who b e l i e v e d  t h a t  t e a c h e r s  
" s h o u l d  n o t  have t o  wor ry  abou t  t h e i r  c l a s s e s  be ing  cove red  
by someone who d o e s n ' t  want t o  b e  t h e r e . "  
No teacher described substitute teachers as being 
instructionally effective. Some comments captured the 
difficulty associated with being a substitute teach, nr at the 
hi.gh school level. Teachers wrote, "It seems that no rnatter 
who stands in front of a temporary class the individual 
receives very little respect as a person," and, "No person, 
RO matter how talented, dedicated, or well-educated, cauld 
hope to step in and carry on a meaningful daily 
instruction."The most critical statement was that 
substitute teachers should be instructed "not to read books, 
knit and baby-sit. And, should be instructed to follow 
plans left by teachers and not sit at the desk." Some 
teachers in unique positions, such as business education or 
driver education, indicated that they knew the district 
would be unable to supply a qualified substitute teacher for 
them. 
Opinions about changing the current substitute teacher 
system were rather evenly divided. Little elaboration 
existed when teachers supported maintaining the current 
system. Phrases like "continue present system" were 
typical. Some statements supporting system change were 
rather direct: "I applaud your efforts in looking for 
alternatives. Substitutes have generally been ineffective, 
especially on a short-term basis." The support for system 
change was evidenced most frequently in support for 
substitute teachers being assigned to a single school. some 
teachers described the perceived benefits of substitute 
teachers better knowing the students and the school as a 
result of a single building assignment. 
The issue of support staff serving as substitute 
teachers received only a little comment. The opinions 
varied. With either a touch of humor or sarcasm, one 
teacher urged increasing the amount of substituting service 
of principals, vice-principals, counselors, and others from 
three days per year to two weeks. Another teacher supported 
this because she believed that substituting would be a good 
way for administrators and others to get to know the 
students. Some written comments indicated that support 
staff had their own duties that needed to be performed, and 
substituting would disrupt those functions. 
Some teacher comments related to the substitute teacher 
system. The selection, assignment, supervision, evaluation, 
and rewarding of substitute teachers were mentioned as areas 
where improvement was needed. A few teachers believed that 
greater input should be requested from them on the specific 
substitute teacher to be obtained and on the evaluation of 
that substitute. Most comments focused on the need for 
better training and supervision and the elimination of 
substitutes who did not perform well. One teacher suggested 
greater compensation for those substitute teachers who 
perform well. These comments were interpreted as belief 
that the current system would be more acceptable if the 
suggested corrections were made. 
The category of "other comments" contained primarily 
teacher statements about their own subject areas and 
individual situations. Teachers of art, business education, 
drivers education, nursing, deaf education, and other 
special education programs provided comments. Four very 
specific suggestions came from this category: 
1. ''Each teacher knows someone who can best teach his 
or her class. Must these substitutes be state certified? 
Schools are missing a vast pool of good experiences in 
non-certified people." 
2. "Allocate money to individual buildings based on 
'average' teacher absences. Return unused money to the 
building; buildings with excessive absences should be 
responsible for making up the difference.'" 
3. "Create and staff a subject area study center. On 
days a staff person is gone, the study center person could 
substitute. " 
4. "I am a half-time teacher teaching periods 5, 6, 
and 7 each day. I would be willing to substitute periods 3 
or 4 for additional pay." 
One school administrator provided a written comment. 
.The professional activities which cause teachers to be 
absent are very worthwhile and important; however, we must 
find another way to complete these tasks without the 
interruption of our learning activities." It is assumed 
that the timing of the survey, the end of May, discouraged 
administrators from making written comments. Or, this one 
principal had been monitoring absences closely and was 
concerned about the impact of professional leave on teacher 
absences. This opinion was validated as a problem by 
teacher comments. 
Discussion 
Whether or not alternatives to the centralized 
substitute teacher system are acceptable as judged by 
teachers and administrators is important to this 
investigation. Alternatives acceptable to the two groups 
were identified by the survey. Support existed for 
increasing the permanency of substitute teachers through 
either having specific substitute teachers assigned to the 
. 
high school or having contract teachers in the school 
perform that function. The two groups also supported giving 
the option to high school teachers to substitute teach 
during their planning time for extra pay. 
Equally important is that differences also exist in the 
acceptance of alternatives. Teachers, but not 
administrators, endorsed having certificated support staff 
serve as substitute teachers during the year. I saw in 
teacher C O ~ e n t S  an interest in having administrators and 
other support staff appreciate the difficulty of their job. 
~dministrators, but not teachers, supported the use of 
teacher associates to supervise students in lieu of getting 
substitutes. I attribute the openness of administrators to 
using teacher associates to their greater experience with 
2ara-professionals. Few high school teachers have worked 
with teacher associates. Also, teachers frequently 
questioned the legal status of teacher associates in 
supervising students without a teacher being present. 
Administrators, but not teachers, also supported giving 
departments the option of not requesting substitutes for 
absent teachers. While I was not surprised at 
administrators' comfort in empowering teachers to make 
decisions, I cannot explain why teachers rejected this 
option. 
In addition to differences in the opinions of teachers 
and administrators, other factors influenced acceptance of 
alternatives. Variation was seen between schools in the 
acceptance of alternatives and between teachers of different 
subjects. These differences are important. They point to 
the need for the selection of alternatives to be done within 
each high school for maximum teacher acceptance. This is in 
contrast to the centralized system, a top-down and uniform 
method of covering for absent teachers. school districts 
will need to tolerate differences between high schools for 
all schools to experience success. 
The written comments of teachers provide additional 
support for investigating alternatives to the current 
substitute teacher system. Some teachers directly 
encouraged seeking alternatives and spoke of the 
instructional ineffectiveness of the current system. 
Teachers said: "Let's try somethinq new," and "The options 
seem reasonable and innovative." Others were content with 
the current system and said: "What's wrong with our current 
system?" or "Keep it the way it is! ! "  However, no comments 
suggested that substitute teachers under the current system 
offer an instructional contribution to high school students. 
Results of Student Survey 
The survey was administered in the largest and smallest 
high school. There were 222 responses from the large high 
school and 274 from the small high school and one 
undesignated response. Sample size based on small 
population sampling theory (King, 1978) was projected at a 
confidence level of 90% and actual returns exceeded a 
confidence level of 95%. Table 11 shows the number of 
students responding by grade level from the two high 
schools. 
Table li 
Student Survey Returns by School and Grade 
School 
Grade Level 
9 10 11 12 Unknown Total 
Small high school 142 57 47 26 2 274 
Large high school 114 48 3 6 2 4  0 2 2 2  
Unknown 1 0 0 0 0 1 
Total 257 105 83 5 0  2 4 9 7 
Student Perception of Substitute Teacher Effectiveness 
In addition to identifying the opinions of high school 
students about alternatives, the student survey assessed 
student opinion about the instructional effectiveness of 
substitute teachers. This dimension is not reflected in the 
literature. Three items were used to obhain the opinions of 
students about the meaningfulness of instruchion, classroom 
order, and student learning with substitute teachers. In 
general, high school students indicated that instruction 
provided by substitute teachers was limited in meaning 
(Figure 1) and 47% of the students rated learning with a 
substitute teacher as less than acceptable (Figure 2). 
Almost half of all the students rated substitutes as less 
than effective in maintaining classroom order (Figure 3). 
Fiqure 1. Ratings of high school students of meaningfulness 
of classes taught by substitute teachers (N = 497). 
very rneanlngful somewhat meaningful *ornewhat unmeantngiul very unrneanlngiul 
Student Response 
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r r a u r e  2. Ratings ~f h i g h  school students of learning when 
- 
taught by substitute teachers (N = 492). 
v e v  good good acceptable poor very poor 
Student Response 
F i a u r e  3 .  R a t i n g s  of h i g h  s c h o o l  s t u d e n t s  of classrocm 
o r d e r  of s u b s t i t u t e  t e a c h e r s  (N = 4 9 4 ) .  
vori  efleeilva somewhat sllentve aornewhat Inelfectlve very ineffac:rve 
Student Response 
I asked s t u d e n t s  t o  r e c a l l  a n d  d e s c r i b e  a s u b s t i t u t e  
t e a c h e r  who was e f f e c t i v e  In r e p l a c i n g  an  a b s e n t  t e a c h e r ,  
and t h e n  r a n k  t h e  f r e q u e n c y  t h a t  s u b s t i t u t e s  p e r f o r m  i n  t h a t  
manne r .  Nos t  s t u d e n t s  d i d  t h i s .  However, r h e r e  w e r e  some 
 student.^ w h o  d e s c r i b e d  a n e g a t i v e  s i t u a t i o n ,  o n e  w h e r e  the 
s u b s t i t x t e ,  in my judgment ,  wzs i n e f f e c t i v e .  When s t u d e n t s  
r e v e r s e d  t h e  d e s c r i p t i o n  f r o m  p o s i c i v e  t o  n e g a t i v e ,  t hey  
r a n k e d  t h e  f r e q u e n c y  of o c c u r r e n c e  a c c o r d i n g  t o  a  n e g a t i v e  
s t a n d a r d .  This m e a n t  t h a ~  some n e g a t i v e  s i r ~ a t i o n s  w e r e  
ranked a s  zlways o r  usuzlly, two desirable r e s p o n s e s  f o r  the 
i t e n .  I d e c i d e d  n o t  t o  arrempt adjusting the  f r e q u e n c y  
r a n k i n g s  fcr t h i s  i t e m  b e c a u s e  some student responses w e r e  
difficult to i n t e r p r e t  ana 1 d i d  n o t  what z o  impose my 
b i a s e s  on s t u d e n t  r e s p o n s e s .  The r e s u l t  o f  t h i s  d e s i g n  
p r o b l e m  i s  t h a t  s t u d e n t  o p i n i o n  a b o u t  s u b s t i t u t e  pe r fo rmance  
i s  e v e n  more n e g a t i v e  t h a n  shown i n  F i g u r e  4 .  I t  shows t h a t  
5 1 %  of  s t u d e n t s  b e l i e v e  t h a t  s u b s t i t u t e s  r a r e l y  o r  n e v e r  
p e r f o r m  a s  s t u d e n t s  p e r c e i v e  e f f e c t i v e  s u b s t i t u t e s  
p e r f  o m i n g  . 
F i q u r e  4 .  R a t i n g s  of h i g h  s c h o o l  s t u d e n t s  of f r e q u e n c y  t h a t  
s u b s t i t u t e  t e a c h e r  pe r fo rmance  match p e r c e p t i o n  of e f f e c t i v e  
s u b s t i t u t e  t e a c h e r s  (N = 4 3 6 ) .  
always rarely 
Student Response 
S t u d e n t  P e r c e ~ t i o n  o f  A l t e r n a t i v e s  
I d e t e r m i n e d  t h a t  t h e  a l t e r n a t i v e s  g e n e r a t e d  by t h e  
f o c u s  g r o u p  c o u l d  a f f e c t  s t u d e n t s  I n  t h r e o  ways: iavlng 
s u b s t i t u t e  t e a c h e r s  more f a m i l i a r  t o  s t u d e n t s  and  w i t h  t h e  
school, h a v i n g  r e g u l a r  t e a c h e r s  s e r v e  a s  s u b s t i t u t e s ,  and  
being reassigned to a study hall or the library when the 
teacher was absent. 
1. Substitute teachers with greater experience in the 
school 
Almost 65% of the students agreed that increasing the 
experience of substitute teachers in their school would 
enhance quality of instruction (Figure 5 j .  Five percent of 
the students disagreed and 13% did not believe it would make 
any difference in the quality of instruction. 
Fiqure 5. Ratings of h i ~ h  school students of improvement of 
substitute teacher performance as a result of greater 
experience in the high S C ~ O O ~  (N = 495). 
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Student Response 
2 .  R e g u l a r  h i g h  s c h o o l  t e a c h e r s  s e r v i n g  a s  s u b s t i t u t e  
t e a c h e r s  
High s c h o o l  s t u d e n t s  w e r e  u n c e r t a i n  t h a t  by h a v i n g  
r e g u l a r  t e a c h e r s  f r o m  t h e i r  s c h o o l  serve a s  substitute 
t e a c h e r s  t h a t  i n s t r u c t i o n  would be b e t t e r  ( F i g u r e  6 ) .  Whi le  
o n e - t h i r d  of s t u d e n t s  t h o u g h t  i n s t r u c t i o n  would b e  b e t t e r  
f r o m  a n o t h e r  t e a c h e r  i n  t h e  b u i l d i n g ,  a l m o s t  t h a t  number 
d i s a g r e e d  and  more t h a n  1 0 %  of  t h e  s t u d e n t s  i n d i c a t e d  t h a t  
n o  d i f f e r e n c e  would e x i s t .  Twen ty - th ree  p e r c e n t  of t h e  
s t u d e n t s  were u n d e c i d e d  on t h i s  q u e s t i o n .  
F i a u r e  6 .  R z t i n g s  o f  h i g h  s c h o o l  s t u d e n t s  of  improvement  of 
i n s r r u c t i o n  i f  o t h e r  t e a c h e r s  in t h e  h i g h  s c h o o l  s e r v e d  as 
s u b s t i t u t e s  ( &  = 4 9 6 ) .  
W . "  I I 
irnnroved undacided not improved no diff0rBnce 
Student Response 
3 .  Reassignment to a study hall or the library when 
the teacher is absent 
Not having a substitute teacher, but having a study 
hall or going to the library when the regular teacher was 
absent was viewed positively by almost 65% of the students 
(Figure 7). However, 22% of students were undecided and 13% 
did not agree that study halls or assignment to the library 
would be better than having a substitute teacher. 
Written Comments of Students 
I asked students to recall and describe a substitute 
teacher who was effective in replacing an absent teacher. 
Students were also given the opportunity to share any ideas 
about the substitute teacher program or how students see the 
role of substitute teachers. The written comments of 
students demonstrated a rather well defined belief system 
about substitute teachers and student likes and dislikes. 
Student comments were sornetlmes brief, sometimes highly 
articulate, often humorous, and occasionally off-color. One 
response was pictorial. It showed two acts of aggression 
occurring: in one, a person was being choked and in the 
other, a person was being shot while the aggressor was 
saying "die scum." Great consistency existed in the 
thoughts of students regardless of grade level or school. 
The effective substitute teacher was described by 
students as having two main competencies: classroom control 
Figure 7. Ratings of high school students of desirability 
of reassignment to study hall or library instead of having a 
substitute teacher (N = 485). 
I I - very goad Idea good Idea not a good Idea very bad Idea undecided 
Student Response 
and content knowledge. T h e s e  w e r e  followed closely by 
respect for students and sense of humor. These competencies 
are included in the descriptions of effective teachers in 
the literature (Brophy & Good, 1986; McGreal, 1983). 
Student comments often reflected concern for how they were 
treated when the r e g u l a r  teacher w a s  absent. Discomfort 
with changed routines and classroom processes are reflected 
in some student statements. Clifton and Rambaran (1987) 
argue that those are two reasons that substitute teachers 
lack authority in the classroom. 
A sample of the comments from high school students is 
provided in the following material. I have organized 
student comments within three topics: effective substitute 
teachers, subject matter concerns, and classroom management 
concerns. Naturally, there is some overlap because students 
shared thoughts and feelings; they were not bound to any 
categories. For each statement, the student's grade level 
and the frequency that the student believes the description 
is reflected in practice is provided. 
The topic of effective substitutes gives some insight 
into what high school students believe are important 
characteristics for substitutes to possess. The climate and 
the atmosphere of the classroom seem to be important to high 
school students. Also important to them is the maintenance 
of classroom rules and procedures, described by Clifton and 
Rambaran (1987) as rituals. 
"The teacher is cool and knows what he/she is doing. 
Usually, the class will do what they're supposed to. Like 
if a teacher doesn't change the rules and goes by what the 
original teacher does, then usually the class will 
cooperate" (grade 9, sometimes). 
"The teacher made learning fun and interesting.   hey 
found ways to involve the students and that way they became 
interested and wanted to Learn. Not only did the teacher 
get us involved they also got involved. Not only with the 
work but acted as if they wanted to get to know me as a 
person and not just a student. They made me feel 
comfortable and showed me they cared. That it just wasn't a 
job but they really cared about getting through to us" 
(grade 9, rarely). 
'The class was very loud at times. The substitutes 
usually know the subject but have a different teaching style 
so they really confuse you more than they help and they are 
not up to date on how our school is ran" (grade 11, 
usually). 
"She tried to explain the things the teacher had left 
for her to do. She didn't just give us the work and say 
"ere! Do it!' and then go to her desk. She was also 
younger and spoke to us as if we were people not aliens from 
outer space" (grade 10, never). 
"Interesting, fun worksheet, doing things that are fun 
but still learn something. Takes charge of class. Let's 
class get comfortable with him or her" (grade 9, rarely). 
"He just came back like a normal teacher. He was 
really organized and knew how to do the work" (grade 10, 
rarely) . 
"There hasn't been many. Also, it was a student 
teacher whom was helping our regular teacher and one day our 
regular teacher was gone. She took her place for the day 
and it was like usual because she knew us and also what to 
do and what to say because she was familiar with the 
building and class" (grade 9 ,  rarely). 
students seem very outcome oriented, and they seem to 
communicate interest in continuing the class and the content 
when the teacher is gone. Expectations exist for the 
content expertise of substitute teachers. 
"The class was a general class, but the sub knew what 
she was teaching. That way if we had any questions, she 
could answer them" (grade 12, rarely). 
"She knew what she was talking about. She was an 
English major teaching an English class, not a math major 
trying to" (grade 12, sometimes). 
"It sucked, sub did not know anything about math. He 
was a music teacherl'((grade 9, rarely). 
"'It was for a Spanish class and the teacher actually 
knew Spanish. She was very nice and the class was extremely 
attentive to her. She taught the class in a relaxed manner 
so it was more like the regular teacher" (grade 12, rarely). 
" 1  am unable to think of a specific event, but I feel 
the substitute teacher is most effective when they are 
teaching in a subject or field they have a degree in" (grade 
12, rarely) . 
Classroom management was mentioned frequently by 
students. They seemed to appreciate the need for control 
and discipline, but at the same time were somewhat 
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Discussion 
Students, like the teachers and administrators, 
hel-i.eved that quality of substitute teaching would he 
enhanced by h ~ l v i n g  substitutu t.eachers more experienced in 
their school. Some written cormLents of students even 
mirrorsd those of teachers about the henefits to substitute 
pertarrniince :? f bstter knowledge c;f s t u d e n t s  zncl s t  a f f  , and 
familiarity with school rules. Also, like reachers and 
administrators in previous research (Caster, 1 9 9 1 ) ,  students 
believed that substitute teachers were instructionally 
inef f e c t i . v e .  
Two alrernatives of the focus group involved r e g u l a r  
teachers serving as substitutes as part of their assignment 
or d i ~ r i n g  planning periods. One-third of the students 
believed that having their regular teachers in the school. 
serve as subcjtit~tes would improve instruction when the 
regular teacher was absent. However, almost an equal number 
of studerlts d j 3  not believe thdt 1 . t  would improve 
instruction. Eleven percent of the students did not believe 
there would be any difference in instruction offered by 
their regular teachers and substitutes. Interviews provided 
insight into these beliefs. When substitute teachers are 
urlavailable, regular teachers sometimes cover classes in 
shifts during their planning time. That is, two or three 
teachers will supervise the class, each taking 15 minutes or 
so.  when this is done, students receive supervision, but no 
instructi.on is provided. 
~egardless of the reasons, students did not believe 
instruction offered by substitute t,eachers had much value. 
In general, they were very conservative in identifying any 
approach as being an improvement. No proposed change was 
seen as having a major pos i  Live impact on instructiorlal 
quality. 
A major difference in the opinions of students, 
teachers, and administrators was in the appropriateness of 
not having substitute teachers, but reassigning students to 
study halls or the library. As a group, teachers and 
administrators did not support this method. Almost 
two-thirds of the students supported this as an alternative 
to having a substitute teacher. It was interesting to 
observe that about 20% of the students were undecided, and 
some students did not bike this approach at all. Varied 
opinion among students would seem to counter any notion that 
students would automatically elect a study hall or library 
period as opposed to having class. 
The students have strong feelings about substitute 
teachers. They were less interested in having a wasted 
class period than one might have predicted. If anything, 
students seem indignant that they are provided substitutes 
to teach them who were unprepared in the subject matter. 
Students generally described the effective substitute 
teacher as a power figure coming into the classroom, taking 
charge and setting limits. As I read and re-read their 
comments, it seemed that even though students acknowledged 
the need for control, there was often u feeling of being 
demeaned and intimidated. One only has to picture a 
substitute teacher attempting to briny a high se!lool c l a s s  
to order to imagine voice tone, body language, and threat-s 
of punishment. According to students, desirable substitutes 
do not "inflict harsh consequences" but do make "me 
comfortable and showed me they cared,"aand "spoke to us as 
if we people and not aliens." The history of students 
with substitute teachers unprepared in the assigned content 
area and thei.r experience with negative classroom climates 
may account for their preference for not having substitutes 
when the regular teacher is absent. The perception of high 
school students about substitute teachers warrants 
consideration of change to the current substitute teacher 
system. 
Process Required for Enactment of Alternatives 
The current substitute teacher system is rooted in 
tradition. One participant in the study described it as 
being "essentially unchanged over the past twenty-five 
years." Changing an established practice in a large school 
system is often difficult. In th.is investigation, I 
interviewed key members of the two high schools, 
administrators and teachers, to capture their insights about 
the proposed alternatives and how change might occur in 
their schools. In this section an analysis of those 
interviews will be provided. 
Interviews of Administrators 
------- 
I interviewed the psi-ncipal of each school, two 
vice-principals in the large high school, and one vice 
principal in the srnal-L high school during the summer of 
1992. Both principals were male and two of three of the 
vice-principals were female. The interviews were conducted 
in each administrator's office and took from 40 to 55 
minutes to complete. All administrators expressed interest 
Y 
in the study and indicated that they hoped that some change 
could be made in the current substitute teacher system. 
Every administrat-or commented on the instructional 
ineffectiveness of substitute teachers. One said that, 
"substitutes on a one or two day basis are little more than 
a baby sitting situation." Another administrator rslated 
the issue of substitute teachers to the school's mission of 
student learning. He commented, "We are going against the 
mission of the school because so many times substitutes are 
not prepared, and it is a total loss of the kid's time. 
Sorne-tirnes it affects them in a negative fashion, and they go 
backward.. " 
Reaction To Proposed Alternative5 
The preferred alternative of all administrators is the 
use of substitute teachers specifically assigned to their 
high school. They believe thar there would be great value 
in having substitutes who know their school, the staff, and 
the students. Some of their observations about having 
permanent substitute teachers are: 
"I like the idea of them being assigned to a particular 
facility. It makes them more accountable. I think it gives 
them kind of an anchor; it might make substitute teaching 
more meaningful to them." 
According to one acllniinistrator, a possible advantage of 
substitutes being assigned specifically to a school is that 
they will "learn the processes of the teachers, get to know 
the students, get to know other staff members, and learn 
d h e s e  to go and what to do. They would get to kriow the 
vice-principals and how to refer students with some 
cffectiveness." 
The principals spoke rather accurately of the number of 
substitute teachers that would be needed to be assigned to 
their schools to cover absences. They were acutely aware of 
seasonal variations and the role of professional leave in 
tfle need for substitutes. The principal of the small high 
school shared a database on staff absences that he 
maintained, and he projected that assigned substitutes would 
need supplementing to meet days of high absenteeism. 
The vice-principals seemed to have more direct 
responsibility for working with substitute teachers than did 
the principals, and they had greater interest in the 
relationship between substi t u t - e s  and discipline issues. One 
vice-principal reported that twice as many students were 
sent to the office by substitutes than by regular staff 
members. They were enthusiastic about the possibility of 
having some consistency in the substitutes in the school. 
The importance of having substitutes whom students know was 
explained by a vice-principal: 
"They [students] think there is more accountability 
then. When you know the kids and they know you, they are 
more apt to comply with the expectations. If there is a 
stranger, they are more apt to have an attitude that they 
don't know me, I don't know them, and I don't want to do 
anything and I'm not accountable." 
The attractiveness of having substitutes assigned to a 
high school was enhanced by the additional time that the 
substitutes would be at the school. While the current 
system does not give substitutes a shorter day than regular 
teachers, in practice it usually occurs. Substitutes often 
do not get their assignment until it is too late in the 
morning for them to be at school when teachers are supposed 
to report, Also, since most absences are of a one day 
duration, subst.itutes usually do not return the f~llowing 
day. This makes it impractical for administrators to invest 
time in training them for after school duties. As a result, 
a&~[i.nist.rators say substitutes "can't wait to get out. 
'I'hey're ba i - l i ng  out .  with the kids. " A permanent assignment 
would make it more feasible to require substitutes to 
maintain teacher hours and to assign before and after school 
duties to them. It is not impossi.ble to do this with the 
current system, but a combination of tradition and 
practicality cause it not to be done. 
Different benefits were projected by having the 
substitute teachers work the same hours as other teachers. 
Vice-principals saw a role for substitute teachers, those 
assigned to a school and who know the students, in assisting 
with supervision of halls before and after school. A 
principal perceived the possibility of enhancing instruction 
with assigned substitutes. Often regular teachers who will 
be absent the following day because of illness are 
identified before the school day is over. Professional 
leave is always known in advance. As the principal sees it, 
this creates the opportunity for the teacher who will be 
gone to "sit down with that substitute teacher ahead of 
time, give them the lesson plan" and prepare them for the 
class,  his orienting of substitutes by the teacher who 
w i l l .  be absent is not possible with the centralized. 
substitute teacher system. 
Administrators liked the idea of consistency of 
substitute teachers, but they saw no value in having 
teachers on contract assigned to substitute teach. They 
were conscious of contract. teachers costing consi.derably 
more than a substitute teacher. Administrators agreed that 
paying contract salary for substitute teachers is "not a 
good use of money. " 
Administrators looked favorably at the other 
al-ternatives, but their emphasis was on the use of 
substitutes assigned only to their building. The possible 
benefits of this alternative were very clear to principals 
and vice-principals. In some respects, the attractiveness 
of having permanent personnel in the school lessened their 
interest in other alternatives. Yet, they did express the 
belief that other alternatives could be used. 
Initially, the use of teacher associates to supervise 
students in classes where qualified substitute teachers were 
unavailable was rejected. The first response of 
administrators tended to be: "I don't know if its legal," 
or, " I  don't know what the legal implications are. Is there 
a legal problem if they are not certificated?" 
The Iowa State Department of Education (1988, p .  3 6 )  
indicates that teacher associates are employees who: 
in the presence or absence of professional 
instructional staff members but under the directio~, 
supervision, and control of the instructional 
professional staff, supervises students on a monitoring 
or service basis; and works with students in a 
supportive ro1.e under conditions determined by the 
irktructior~al staff responsible for the students, but 
not as a substitute for or a replacement of functions 
and duties cf a teacher as estabiished in subrule 
1 2 . 4 ( 8 ) .  
Since a teacher (Iowa Department of Education, 1988) 
"diagnoses, prescribes, evaluates, and directs student 
learnings in terms of the school's objectives," the use of 
teacher associates to supervise studen.ts is not in conflict 
with state standards. It is an option available when 
continuance of instruction i.s not expected to occur. 
When the legal authority of teacher associates to 
supervise was explained, the principal in the large high 
school saw a possible use for teacher associates. In his 
high school, 40% of the teachers spend one of their assigned 
periods supervising either study halls or the student 
center. He conjectured that if teacher associates were used 
for the supervision, teachers could be reassigned to cover 
for members of their department. This variation was 
applicable only to larger departments, but he visualized a 
possible way of maintaining instruction where it currently 
is not  possible. Because this approach would provide an 
extra planning period except when substituting was 
necessary, the princi pal believed it would be at r , rac . t ive  to 
the teachers now asslgned EO study halls or the student 
center. 
The smaller schaol could not. use this approach. Most 
teachers are assigned to teach six periods, and the numbers 
of study halls are fewer. To create the same opportunity in 
the smaller h i g h  school would require increasing class sizes 
which was something the principal did not want-. to do. 
Administrators were not opposed to serving as 
substitute teachers. They reported doing this at times when 
substitute teachers were unavailable, but just for class 
periods and not the entire day. They did not see full day 
substituting as a practical. strategy because of the 
unpredictable nature of their duties. Reference was made to 
situatioris where administrative actions could not be 
postpofied such as discipline problems, unexpected parent 
visits, and the occasional problems of acEual or attempted 
student suicide. Administrators assumed that internal 
coverage would create a return of monies to departments and 
that their substituting could be used to assist smaller 
departments to generate extra funds. They recognized that 
departments with few teachers would have less opportunity to 
take advantage of alternatives that returned money to them. 
Internal coverage by departments was viewed positively 
by adrnin-istrators, but they did not expect this to be a 
w i d e l y  u s e d  Strategyc The reasons f o r  this ificj,uded l a c k  of 
opportunity of some depastment,~ because of size, the 
coordination required, and the interest of teachers. They 
felt the teachers valued their planning peri-ods tao much LO 
want to use this st.eategy on a frequent basis. Tkl i s  
alternative was reported as being used though. One school 
has 3 socidl ~ t ~ d i e s  class that uses team teaching. By 
choice of the teachers, when one team member is absent, no 
substitute is requested. Also, when substitutes arc in 
short supply, physical education does not receive a 
substitute because of the opportunity of the department t.o 
cornbi.ne c l a s s e s .  
A d m i n l - s t r a t n r s  expressed the belief that qualified 
s u b s t : i t u t e  teachers were not available for some subjects. 
Some named calculus, geometry, trigonometry, chemistry, 
foreign language, and instrumental and vocal music as 
cZasses where substitutes qualified in the subject matter 
were not usually avail-able. Others described classes where 
substitutes are unavailable more generically, such as, 
'"upper level or advanced placement classes." Even with no 
expeetdtion that instruction would continue wi-thout the 
regular teacher, no great interest. was expressed in having 
students assigned to a study hall or library as an 
alternative to using a substitute. Because teachers do not 
teach only upper level classes, the principals inquired, 
" W h ~ e  would  be the advantage?,' They  did not want to send 
all of a teacher's classes to a study hall when only a feii 
of  them were upper level classes. Also, the smaller high 
school had f e w e r  study halls, and they served small numbers 
of studerlt:~. The ability of those study halls t-o physicv1l .y 
zbsorh whole classrc~oms of students prevented this from 
being a v i i ~ b l ~ r i  o p t i o n  i n  'char s e t t - i n g ,  
Using teachers to cuvcr classes during their p l . a n n i n y  
period is a current practice. All administrators saw i t  as 
an  alternative for days of high absenteeism and s h o r t a g e  of 
substitutes. From their perspective, using teacher pl-anning 
periods is a last resort and efforts are made t o  r o t a t e  the 
reeponsibility. Administrators were protective of teacher 
planning periods. They were also aware coordination 
with six teachers would be necessary to replace one teacher' 
Compensating teachers when they are required to use 
their planning period to cover for a n o t h e r  teacher w a s  
acceprahie tr, a l l  but one principal. He described this 
pract.izc as a current service being performed for the 
s c h o o l .  He believed redefining it as a compensated service 
would offer nothing additional t o  the school o r  the school 
district. He also indicated that compensation would be 
harmful  because it would alter the climate of teachers 
one another and the school. compensation of 
teachers who substitute during planning periods is an 
j m p o r t a n t  i s s u . 2  and is discussed f i l r t h s ~  in the next 
c.:hapt er . 
1mpl.ernentation of Alternatives 
--- - -l.-__l _ _____--. 
T h e r e  was great ec~rbsi-stency i n  h o w  adrnirristratclrs, 
regardless of school o r  position, d e s c r i b e d  the p r o c e s s  of 
iTY!p?-~m@~ti.rly 3 1 t c ? r n a t i v e s .  The o p i n i o n s  and at . t j - t~ides a f  
teaohors  w e r e  b e l i e v e d  t o  be impor t an t  i n  d e t e r m i n i n g  any 
c h a n g e s  t h a t  would be made i n  b a s i c  s c h o o l  p r a c t i c e s .  A 
d e c i s i o n  t o  implement a l t e r n a t i v e s  w a s  n o t  s e e n  a s  a 
~ ~ n i l a t e r z l  a c t i o n  t h a t  shou ld  b e  taker1 by t h e  s c h o o l  
p r i n c i p a l .  
Each h igh  s c h o o l  uses a form of schoo l -based  milnagement 
and a d m i n i s t r a t . o r s  s t r e s s e d  t h e  impor tance  of  s t a f f  
p a r t i c i p a t i o n  Ln the change p r o c e s s .  Department  
c h a i r p e r s o n s  meet r e g u l a r l y  w i t h  t h e  p r i n c i p a l s  and s e r v e  a s  
t h e  c o n d u i t  f o r  i n f o r m a t i o n  f l ow  from t e a c h e r s  t:o t h e  
psir-tci.yal and f r ~ m  t h e  p r i .nc ipa1  to the t e a c h e r s .  A l l  
responses  i n d i c a t e d  t h a t  t h e  o p i n i o n s  of t h e  depa r tmen t  
cha i rpe r sons  w o u l d  be important i n  making d e c i s i o n s .  
However, d e c i s i o n s  w o u l d  not be made u n t i l  depar tments  had 
ampie oppo r t . un i t y  t o  d i s c u s s  proposed changes ,  and t h e  
c p i n i o n s  o f  t e a c h e r s  r e p o r t e d .  I n t r o d u c i n g  t h e  t o p i c  as  a n  
i-tern for  d i s c u s s i o n  a t  a  f a c u l t y  mee t ing  w a s  a l s o  mentioned 
a s  a way t o  begin  the change process.  Follow-up wculd occur  
withi n depar tments .  
Each high scllool also has a school-hased council ( S R C )  
with a role in the charige process, especially for major 
schooi i-ssues. The S B C s  meet monthly and include teachers, 
students, parents, and cnmmunjt-y members. Its role in each 
school is adv~sory in naEure, but the councils appear to 
identify issues that should b e  s tudied and legitimize 
direction p~:opcsed by the: staffs of the schools, 
Administrators expected that approval would be sought from 
the SBCs on any reconlmendat;ion .to change the substitute 
teacher system made by the principal's cabinet. 
The interrelationship between the staff, chairpersons, 
and SDC is seen in a principal's description sf the process 
that he would f o l l o w  to bring about change. 
I'd work wi.th my department chairpersons; they're my 
core group to bounce ideas off. We've got a pretty 
active SBC too that likes to deal with some of those 
issues. They would be the first t w o  groups. My normal 
sequence of presenting things is to go to the SBC, then 
to the department chairs and from there to the faculty. 
The principals were concerned about .involvement of all 
groups p r i o r  to a decision being made. The principal's 
cabinet and ir-ivolvernent of staff appeared to take on greater 
importance in the change process as the alternatives had a 
more direct impact on the teachers. Administrators perceive 
the use of specific substitutes assigned to their high 
school as less of a change other proposed alternatives. 
Alternatives using internal coverage, especially 
re-assigning students, w e r e  issues that the administrators, 
especially the p r i n c i p a l s ,  wanted discussed within 
departments before any decisions would be made. 
Problems Anticipated in the 1mplement.ation 
of Alternatives 
Administrators did not express any major concerns about 
the implementation of alternatives. Given latitude to 
select alternatives, they believed that system change could 
occur. The principals projected confidence in their ability 
to work with the department chairpersons in designing and 
managing acceptable change. 
Possible economic returns to the school from 
self-management of the substitute teacher system seemed to 
administrators to be a motivation to which teachers would 
respond. A principal reported that teachers already say, 
"Since we're the substitutes today and the district is 
saving $65, why couldn't we have that $ 6 5 ? "  
The pceferred alternative for administrators was the 
use uf specific substitute teachers assigned to the school. 
A major problem was identified, and it was in the selection 
of the substitute teachers. One principal commented on the 
substitutes that might be permanently assigned to him. He 
said some substitutes now are "just a warm body. . . . YOU 
assign me three of those folks who can't get to the second 
floor and you haven't done me any favors. Then, you're 
talking about the whole evaluation process to get rid of 
t h e m .  " 
~rinoi-pals wanted to be involved in the selecei.on c7f 
any substitutes assigned to their schools on a permanent 
basis. 
Other problems using the alternatives were suggested. 
Alternatives using internal coverage were viewed as creating 
administrative problems. Assigning some, but not all, of an 
absent teachcr"s classes co a study hall creates new 
com~unication problems. The students who are reassigned 
need to know where to go, and the study hall teacher must 
know to expect them. Also, if teachers cover during their 
plannfng time for an absent teacher, six teachers must be 
contacted to cover for one absent teacher. Who has the 
responsibility of determining the assignments and who 
notifies the teachers? Administrators were not overly 
corlcerned with such problems. They were aware that 
modifications in the substitute teacher system would require 
adjustments in the organization, record keeping, and 
conunl:.qieation within the high school 
Interviews of Department Chairpersons 
Fourteen teachers, seven from each high school, 
participated in interviews similar to those conducted with 
administrators. The teachers were department chairpersons 
and represented the subject areas of language arts, 
mathematics, social science, science, physical education, 
foreign language, and music. Interviews were arranged 
t h r o u g h  the p r i n c i p a l s  of the two h l g h  schools. Experience 
as a chairperson ranged from 2 to 22 years, experience in 
the buildings ranged from 3 years to 23 years. The 
purposes, just as with the administ'rators, were to identify 
which, if any, alternatives were preferred, how those 
alternatives would be implemented in the school, and the 
pri~t>lerns a n t i c 1  pared i r ~  the implementation of the 
alternatives. 
Chairpersons were cooperative and willing to share 
their ideas. Interviews ranged from 25 to 45 minutes in 
length with most lasting about 35 minutes. The setting in 
which two interviews were conducted did not lend themselves 
t.o tape recording. Insights into preferences and conditions 
under which alternatives might be successful. were obtained. 
Chairpersons were aware that the interest of the researcher 
was in understanding and reporting possible differences 
between department preferences and the feasibility of using 
zlternati-ves. I report infomation on specific departments 
where circumstances or ideas were unique frcm other 
departments. 
Observations of Chairpersons 
I reviewed the content of the interviews of department 
chairpersons and three themes emerged: experiences with 
substitute teachers, student reaction to substitute 
teachers, and reaction to proposed alternatives. These 
themes are discussed separately, but infomation is not 
presented by department. I did not observe major 
differences by department in these areas. There are some 
ways in which the departments appeared unique in their needs 
and ability to use alternatives. The researcher's 
perspective on each department is presented. 
Experiences with Substitute Teachers 
-- 
Little confidence exists in the ability of substitute 
teachers to provide instruction when teachers are absent 
from the classroom. Some of this is due to the training of 
those who substitute. Three departments, foreign language, 
music, and science reported that they cou1.d expect someone 
with preparation in their area only about 208 of the time. 
Mathematics had an even lower expectation that someone 
trained would be available. Language arts, social science, 
and physical education tended be fair better. They had 
substitutes trained in their fields about 808 of the time. 
However, social science and language arts chairpersons said 
there was still a problem in having someone skilled to teach 
the advanced classes because of the specialization of the 
content. One teacher observed that even though a substitute 
is trained in an area, "It means they have the knowledge. 
It doesn't mean they necessarily go the extra mile with the 
kids. " 
To cope with the reality of not having substitutes 
prepared in their areas, some chairpersons reported 
d e v e l o p i n g  two sets of plans. They let the substitute 
teacher know "if you don't feel comfortable with my lesson, 
there is an alternate assignment in the substitute teacher 
folder that will work." 
The physical education departments in the high scl-1001s 
are In the strongest position to maintain instruction when a 
department member is absent. A teaming situation is 
described where teachers work with students on different 
activities. When a team member is absent, they shift 
responsibilities eo g ive  the substitute something that 
s h e / h e  is able to do. This permits maintaining swimming 
instruction where special licensing is required. physical 
education teachers altered their teaching stat-ions so 
students in high risk activities could be adequately 
supervised. 
St-udent  Reaction to Substitute Teachers 
Two different descriptions of student reactions to 
substitute teachers emerged during the interviews. The 
first was that having a substitute teacher was an 
opportunity to act differently. Students were said to "take 
advantage of them no matter who it is." Much of the 
advantage taking centered around incorrectly telling 
substitutes the procedures of the class, for example, 
telli.n$ substitutes that the class is dism.issed a.t an 
earlier t , i m e  than it shou.1d be dismissed. 
The other description of student reaction is their 
feeling of being wronged by substitllte teachers. Students 
expect substitute teachers to know the content of classes 
they are supposed to be teaching. It was said that students 
are not s~pnpatifietEc with a srlbstitute not kn~winy "as much 
as the students feel he or she should." 
Insight into the affective domain of students is aided 
by the observations of a chairperson who asked students to 
write about their experience with a substitute teacher. I 
met with the chairperson on the first day fol.1owing a three 
day absence. The chairperson's interpretation was that the 
students : 
had a Lot. of negative feelings about how they were 
treated only because the person was not [trained in the 
area] and was not comfortable with what they were 
doing. I think its part of a defense mechanism. They 
got short and sharp with the kids. The substitute 
wouldn't answer the student's questions and got angry 
if they asked questions. , . . Day 2 and day 3 came 
and the substitute preferred to say, 'do your work and 
keep quiet.' The students thought the substitute 
didn't like the kids. 
These observations are similar to those contributed by the 
students themselves. 
Reaction To Proposed-Alternatives 
The alternative supported by chairpersons is the 
specific assignment of substitute teachers to each high 
school- They f a v o r  this alternative for the same reasons 
that administrators favor it. One chairperson succinctly 
summarized why this alternative was attractive: "It offers 
benefit to all of us simply in that the people would know 
the building and the policies." Chairpersons, especially in 
areas where substitutes with content training were 
unavailabl-e, did not see it as a solution to all of their 
problems unless the substitute was trained in their area. 
No one believed the use of contract teachers as substitute 
teachers was economically feasible. 
Using teacher associates to replace absent teachers was 
not something that was initially attractive to most 
chairpersons. This seemed to change somewhat as they 
descrj.bed the lack of opportunity to continuo instruction 
arid their strategies to provide content that someone 
untrained in the subject matter could supervise. As they 
verbalized that only supervision would occur, the use of 
teacher associates became more reasonable to them. One 
teacher said, "In some aspects, associates might do a better 
job. They would know they are riot expected to introduce new 
content." Also, where student leadership was already being 
relied on, for example, in music and upper level foreign 
language classes, using teacher associates to supervise 
seemed to have some application. 
Even though using teacher associates seemed feasible to 
many chairpersons, 1 did not sense that any of them would 
introduce that as an alternative for their school. There 
were many uncertainties about what teacher associates could 
legally do in a school. Also, a major concern to 
chairpersons was the maintenance of instruction and content 
coverage in their classes. They believed it was already 
difficult t-o meet course objectives because of the district 
moving frorn a six-period day to a seven-period day. In the 
author's estimation, adopting a strategy that would 
eliminate the possibility of instruction and replacing it 
with only student supervision would be uncomfortable. 
However, given the opportunity to thoroughly study the 
issues and to be certain that better alternatives are not 
available might make this a more desirable opt-ion. 
Regular teachers substituting as part of their 
assignment or during their planning period with cornpensatLon 
were two alternatives considered. Some support existed for 
having teachers substitute as part of their assignment. 
This alternative was seen as having substitutes who were 
k n o m  to the students and who knew the procedures in the 
building. It was also seen as a way to reduce the 
inseructional load from teaching six classes back down to 
five . 
Compernsation for substi.tut.ing d u r i n g  planning 1,er.iods 
w a s  supported by chairpersons. A typical comment was, "I do 
feel we should be compensated. Its a pretty general feeling 
around the building." However, the chairpersons thzmseLves 
were not int.erested in substituting. ALL indicated they had 
too muck to do, and they valued their p l a n n i n g  period too 
h i g h l y  to give it up for ~uhstituting. One chairperson 
thought it had merit but was concerned that it would be 
necessary to substitute when cabled on: "There's a lot of 
rimes I would do it, but there's a lot of times I wouldn't." 
Another thought that other teachers might have an interest 
in it: "I know there are a lot of people who sit and don't 
do much during their planning period. L don't happen to be 
one of them, but there may be others who are interested." 
Chairpersons understood the need for administrators to 
call on teachers to substitute during their planning periods 
when no substitutes were available. They also said teachers 
resented los i .ng their planning periods. It was nor because 
of an unwillingness to help, but a concern about being 
unprepared themselves, A chairperson commented, ''If you 
have planned to do something that hour, like run off a test, 
then you can't essentially be organized yourself," and "who 
looks bad and who's not prepared because they gave up their 
time?" 
Sorrie interest existed in covering e l a s se s  wit:hin 
departments and benefiting in a return of monies. One of 
the main reasons that this was attractive was that in some 
cases it i s  already being done without compensation, The 
greatest amount of departmental coverage without getting 
substitutes existed in the music and physical education 
departments. However, a soc i a l  studies class i n  the iarge 
high school used team teaching, and substitutes were never 
requested when a team member was absent. 
Covering classes within a department had greater 
feasibility in the l a r g e r  high school because of the size of 
most departments. Where interest existed it was because of 
the possible return of monies to the department and was 
linked to absences for professional leave. While t-here was 
a clear dislike for cclveriny unexpected ahsences, planned 
absences offered the opportunity for the department members 
to be involved in the decision to cover for a colleague who 
was going to be attending a meeting, T sensed that intra- 
departmental coverage for professional leave would be 
contingent on teacher agreement on how the funds would be 
used. 
Reassignment of students to study halls or the library 
instead of getting a substitute teacher was of little 
interest to chairpersons. Two reasons emerged.  he first 
reason was that chairpersons wanted something of 
inseructional value to occur f a r  students when teachers were 
absent, and they did not think it would occur if students 
were reassigned. However, they quickly described this 
alternative as being impractical because study halls w e r p  
already too filled to acconmodate other classes. It was 
indicated that teacher associates could supervise study 
h a l l s  "unless it is 5 meek and mild person." It was never 
assumed by chairpersons that additional study halls could be 
created if the faculty found this alternative attractive. 
Substituting by the principal, vice-principals, and 
other support staff received comment from only one 
chairperson. It was not as much of support for the 
alternative as an observation: "I think its healthy to yet 
back in the classroom once in a while. It keeps them 
abreast of what's going on." 
Chairpersons are very aware of the problems of 
mai~ltaining instruction when teachers are absent and seem to 
have interest in alternatives. Of a l l  the alternatives to 
the current substitute teacher system, they most supported 
the assignment of specific substitut-es to the high schools. 
Support to the other alternatives existed, but in varying 
degrees. In speaking of the alternatives, one chairperson 
commented: "I see all of these as viable alternatives i f  
you can get agreement of people in your department." 
Observations about Departments 
Seven different departments were included in the 
interviews. I found some ways in which they were unique in 
their needs and ability to use alternatives to the current 
substitute teacher system. I comment on each department, 
but I do not discuss the benefits of having specific 
substitutes assigned to a school. The advantages, 
especially for planned absences, of teachers being able to 
meet with the person substituting prior to the absence were 
indicated by all chairpersons and applies to all 
departments. 
The mathematics departments, more than any other, 
indicate diffi-culty in getting substitute teachers that are 
capable of providing instruction. Teachers do not expect 
substitutes that can assist the students. Consequently, 
assignments are prepared when teachers anticipate being 
absent that students can complete on their own. I believe 
the low expectations for substitutes is why using teacher 
associates to supervise classes when teachers are absent 
received some acceptance. Yet, there may be other 
alternati-ves. The math departments are large enough, 
especially in the large high school, to look at creating a 
schedule so teachers can cover for one another. ~ e a c h e r s  
may not prefer to do this for unanticipated absences, but 
absences for professional Leave may be appealing because 
p lann ing  can occur, and funds can be gained for the 
department. 
The science departments of the two schools, for the 
first time, have a full-time teaches associate. The use of 
the teacher associate to supervise students when a teacher 
is absent is not something that has been considered. 
Teachers a r e  sensitive to the comfort of t heir teacher 
associate in supervising students. Yet, their departments' 
difficulty in getting substitutes qualified to teach is 
almost as great as the math department. Having a teacher 
associate that could supervise classes when a teacher is 
absent, if the department chooses, creates the opportunity 
to cover their own classes when a teacher is absent. The 
intent of adding teacher associates to science departments 
in the district is to provide needed assistance in preparing 
experiments, record keeping on hazardous chemicals, and 
other important tasks. While permission would need to be 
~btained, I believe that for planned absences the science 
departments could use their teacher associate to cover 
classes and capture funds for the science department. I am 
not suggesting the teacher associate become a replacement 
for absent teachers. Instead, I suggest the science 
teachers discuss the opportunity they have and decide the 
best use of their resources. Social science and language 
arts departments are two of the larger departments in each 
school. They a l s o  have the advantage of. generally getting 
substitutes that are trained in their subject aseas .  Ry 
benefit of size, they also have the greatest opportunity to 
choose to cover for one another when absences are planned. 
This gives them a greater opportunity than most departments 
to generate resources for their programs. 
SociaL science and language arts are also the two 
departments where the use of a teacher associate to 
supervise students was responded to positively by teachers 
in the survey* Chairpersons attributed this to the amount 
of independent reading and project work that students do in 
the courses. 
The language arts department is unique because one 
course, forensics, takes the teacher-coach away f r o m  the 
building on Fridays during the forensic season. This is a 
known absence. The classes of the absent teacher are 
described as only needing supervision because they have 
cecelxred independent work. There may be a variety of ways 
that the department or school could cover for this absent 
teacher during the forensics season. 
Teachers in the music departments already cover for 
each other. This has been necessary because music teachers 
are responsible for taking groups of students into the 
conununfty to perform. Chairpersons report covering for one 
another within the department by canceling individual 
stuae:!r. 1.esssrls and scncduliny some classes that a r e  tedm 
taught, allowing one person to be qone without a substitute 
being requested. 
The ability to get substitutes who are trainejd in music 
to replace an absent teacher and continue inst"r11ct:ion is not 
easy. One chairperson said: "It's difficult t o  come in and 
t each  someone else's music and rehearse it, I don't know if 
I would want to do i t . "  Chairpersons reported that often 
class or rehearsal continues because of good student 
leadership. An adult is only needed for su~ervision and 
avoi-ding potential liability for negligence. This 
capability for self-management does not exist fox every 
s t u d e n t  group. Where leadership has not emerged or practice 
is not desired, one chairperson reported that music teachers 
assign books or video tapes when they are gone. The 
c h a i r p e r s o n  reported that "in my field there are a lot of 
options" in designing activities for students that are 
appropriate. The specialized and activity based nature of 
m u s i c  seems to invite looking at alternatives to cover f o r  
absent teachers. 
Foreign language i-s an area with its own challenges in 
the replacement of absent teachers. Not only is the pool of 
substitutes small, but even if they are available, they 
generally do not have t h e  mastery necessary to work w i t h  the 
uppe r  level classes. In contrast t o  most departments i n  
h i  a common specialty prevails, foreign language t-c3acl1er.s 
do not all have the same skills because they do not know the 
same languages. There is little instructional advantage in 
having foreign language teachers cover classes where they do 
not know the language. 
Two approaches were described in the interviews. One 
chairperson, ~ h s n  absent, uses students in u p p e r  level 
classes to h e l p  maintain instruction. Lesson plans instruct 
the substitute to ask a student to help teach the lesson if 
she/be is not comfortable with the content. The 
subst.itutets responsibility becomes that of providing a d u l t  
supervision. It w a s  believed that a teacher ass0ciat.e could 
supervise this activity with advanced classes but the 
associate would have the same difficulty with ninth graders 
d~ do substitutes. This a p p r o a c h  was not suggested for 
beginning classes. 
The other approach suggested for foreign language was 
the creation of a media library, video tapes, and computer 
software, from which assignments would be given when 
teachers were absent. According to the chairperson, some 
materials already are available, and they could be expanded 
through funds provided to t h e  department as a result of 
assigning students to the media center when foreign language 
teachers are absent. It was believed that the coordinator 
of the media center would be very supportive of increased 
use of that resource. 
Physical education is the subject area where the 
greatest interdepartmental c~operation occurs. It is 
necessary because of the organization of the program and the 
variety of instructional units taught. Physical educators 
.indicated that ccvering for one another w a s  common. When 
there are staff absences, they also reassign staff to 
maintain instruction and insure adequate student 
supervision. Physical education experiences success in 
getting trained substitutes about 80% of the time. In the 
other 20%,  they adjust assignments so the substitute can he 
successful. 
The organizational flexibility of physical education is 
its strength, but also creates problems for the program. 
When there is a shortage of substitutes, physical educators 
believe that it is their program that is asked to go without 
a substitute. With few choices available, it may he logical 
to choose the physical education departments to go without a 
substitute teacher, but the chairpersons believe it is 
disruptive to their programs, It was suggested that funds 
obtained by the department as a result of not having a 
~~~~~~~~~~e could be used to assist with purchasing equipment 
or designing activities for occasions when no substitutes 
are provided. 
J~plegentatiun .------ of Alternaciveo --------- 
A l i  cllairpcrsons supported some change to the cnrrent- 
substitute teacher system. Following a discussion of 
alternatives, each chairperson was asked how shc/he mi.ght go 
about inj t : ia t ing  a change i.n the substitute teacher s y s t e n l  
being used in the school. In most cases, this inquiry 
r e q u i m d  somc follow-up quest lor iz  about how charlye oc.curred 
i-n their school. I got the impression that chairpersons 
were not accustomed to introducing school-wide c h a n g e .  
Instead, I suspected issues involving change in overall 
school practices or policies were presented to them for 
cons ideration. 
There was similarity in how department chairpersons 
described the process for implementing alternatives. In 
general, all oha~spersons perceived involvement sf teachers 
as being criticai before a decisi-on was made that affected 
their departments and the teachers in the school. As a 
group ,  chairpersons had less of a clear vision of an overall 
change p r o c e s s  than did the administrators. When I probed 
responses, chairpersons tended to describe the same process 
as did the administrators. However, they seemed to view 
themselves as an informational link to the principal and not 
as individuals empowered to speak for their department 
without consultation with its members. During discussion of 
alternatives, some chairpersons commented that they favored 
an alte~native, but they would add, "I wouldn't want to 
speak for members of the dspartrnerlt without a s k i n g  them." 
The most common description of the change process began 
with a meeting of the department chairpersons and the 
principal. If ~nterest did exist in the proposed change, 
the issue would be sent back ta departments so all teachers 
could be part of the discussion, A f u t u r e  meeting of the 
department chairpersons would review the opinions of 
departments and a decision made. 
A few variations of this process were reported. One 
chairperson indicated that a suggestion for change would not 
be offered at a meeting of the department chairpersons as a 
first step. Instead, she/he would "speak t.o the principal 
to see how he wanted to handle the issue." Another believed 
the process would entail the principal presenting the topic 
for discussion, followed by a vote, at a faculty meeting. A 
t.)lird chairperson thought that a proposed change in the 
s u h s t . i t u t e  teacher system would be discussed at a faculty 
meeting and if there was i-nterest, a study committee would 
be appointed to make recommendations to the faculty. 
Ultimately, the faculty would vote on the recommendations. 
The prevalent theme of the descriptions was faculty 
involvement and support before change would be introduced. 
This leadership group believed one of their main functions 
was insuring involvement of their constituency. ~othing was 
implied about lack of teacher involvement being a past 
problem, but chairpersons indicated increased faculty 
participation in decision-making since the district began 
using school-based management. This was perceived by one 
chairperson as time consuming and a distraction from the 
focus on teaching. 
There was uncertainly on the part of most chairpersons 
about whether or not the school-based council would be part 
of the change process. There was not opposition, just lack 
of knowledge. Those who perceived, without any probing, a 
role for the councils were individuals who had or were 
serving on their council. Chairpersons experienced with the 
councils saw the council's role as identifying areas where 
there was need for change and acting on recommendations 
presented to them. Councils were not viewed as a threat to 
teacher involvement. 
The philosophy behind involving the various 
stakeholders in decision-making was well articulated by one 
chairperson. In discussing the role of the school-based 
council, it was said: "I believe they have a lot to say 
about what is going to happen at [our] high school, and they 
should. Those parents, those students, that community, 
ought to know what they want to have happen." 
There is a possible explanation for the lack of clarity 
of chairpersons about the change process. It is that 
d@cenf-ralization of decision making is rather new, and many 
issues have been presented to the high schools by the 
central administration. This agenda setting by the central 
administration may have been interpreted as responding to 
central administration questions, not as initiating change, 
Future opportunities of chairpersons to create important 
internal issues may aid them in better defining a change 
process for their school. 
There are also explanations for chairpersons seeing 
themselves as informational links between the principal and 
department members. One principal spoke of high school 
teachers as being highly specialized in their content areas. 
I found some chairpersons also viewed their departments as a 
collection of specialists. This view supports the function 
of informational link as opposed to spokesperson. 
Principals emphasized the function of taking information to 
and from the teachers and did not describe chairpersons as 
spokespersons for departments. I would speculate that 
principals have attempted to maximize involvement of staff 
to underscore the movement to school-based management and 
are cautious about chairpersons being perceived as a new 
form of middle management. 
The lack of a single vision of the change process of 
chairpersons in each school is not a criticism; it is a 
reflect-on that the processes of introducing changes in the 
high school are themselves going through transformation. In 
talking about change, one chairperson commented: "Its all 
shared. Everything we do is shared. An idea runs through 
one group, out to another group and back again. I think 
we're quite open." Another chairperson observed that there 
are "a lot of groups that must be involved" in the 
discussion of new ideas. High schools are complex and, 
depending on the issue, there may be a variety of change 
processes that exist. 
The position of the school-based council in the change 
process was not universally understood by chairpersons in 
either school. It also appears to be in the developmental 
stage, and its role is being defined. Insight was provided 
by one chairperson, an SBC member, who said: "I'm not sure 
that we've really made a lot of decisions on change yet. 
Last year we worked mostly on how to come to a consensus and 
how to work well with other people." It appears that 
preparation for participating in the change process is being 
provided to the SBCs as part of the movement to school-based 
management. 
Problems Anticipated in the Implementation 
of Alternatives 
Chairpersons, like administrators, did not express 
major concerns about the implementation of alternatives in 
their schools. However, their unwillingness to fully commit 
to alternatives without conferring first with department 
members made identifying possible problems more difficult. 
I did not detect any attitudes to suggest they believed 
change would be difficult, if it was desired. Some possible 
problems were identified and these are described. 
While all chairpersons saw benefit in having specific 
substitutes assigned to the high schools, they perceived two 
possible problems. One problem was that for a few days 
during the year there would be an excess of substitutes in 
the school. This chairperson quickly generated a solution; 
the extra substitute could be assigned to assist in the 
attendance center, a place where additional assistance was 
always needed. The chairperson also indicated that, given 
the opportunity, the school could identify other ways to use 
any unneeded substitute teachers. The other problem was the 
selection of the substitutes that would be assigned to the 
school. One chairperson thought the faculty would be 
interested in it if "they had some veto power" because of 
having had bad experiences with some substitute teachers. 
Some support existed for the use of teacher associates 
to supervise students when teachers were absent. Each 
science department has a teacher associate assigned to it, 
but the associates' duties do not currently include student 
supervision. Adding this responsibility was viewed as 
problematic. The chairperson indicated that "only when the 
associate was comfortable" with supervising students should 
the associate be given this responsibility. 
The reassignment of students in foreign language 
classes to the media center when teachers were absent was an 
attractive alternative to one chairperson. She/he believed 
that return of monies to the department could fund the 
purchase of video tapes and computer software that would 
support the foreign language program. The identified 
problem was that it would be necessary to correlate the 
materials with courses and objectives so that they could be 
assigned appr~priately when teachers were absent. This 
would require a committee of high school teachers 
representing the different languages to accomplish. 
Feasibility of Using Alternatives in High Schools 
The cost of alternatives to a centralized substitute 
teacher system is an essential consideration in determining 
their feasibility for use in high schools. Using teacher 
absenteeism as a basis, two high schools were examined to 
establish the economic feasibility of alternatives. In this 
section, I provide information on the need for substitutes 
and the cost of teacher absences. Information is provided 
to discuss whether or not alternatives provide the amount of 
coverage needed within existing cost constraints. 
Comparison of Two Schools 
Data from each high school are reported separately and 
are followed by a comparison of the two high schools. The 
largest high school is identified as School L and the 
smallest high school is identified as School S. Following 
the presentation of information on the two high schools, the 
cost of alternatives are provided. 
School L 
On the basis of 1990-1991 enrollment information, 
School L was the largest of five high schools in a district 
of 30,314 students. Its payroll roster listed 114 staff 
members with 100 included for the calculation of substitute 
teacher costs. Of the 180 student attendance days, no 
substitute teachers were needed on nine days. During the 
remaining 171 days there were 790 teacher absences. The 
cost of substitute teachers for short-term absences, based 
on a cost of $65 per substitute teacher per day, was 
$51,350. The teacher absence rate computed for the 100 
teachers for all reasons for the school year was 7.9 days 
per year. This does not include absences of more than five 
days in duration. Table 12 shows the absences by quarter 
for all reasons for the 1990-1991 school year for the large 
high school. 
Illness is the largest absence category for School L 
and accounts for 47% of the teacher absences. When 
emergency leave and personal business leave are combined 
with illness, the reasons for 60% of all absences are 
identified. Absences for professional leave are anticipated 
absences and are the second largest category of absence. 
They account for another 35% of the absences. The remaining 
15% of absences can be attributed to unpaid leave, leave to 
attend funerals, and leave because of the death of a 
relative. 
Table 12 
Larqe Hiqh School-All Short-Term Absences bv Type by Quarter 
for 1990-1991" 
Absence Type Qt 1 Qt 2 Qt 3 Qt 4 Total 
Illness 76.5 96.5 12 3 73.5 369.5 
Emergency 12 .O 13.5 14 7.0 46.5 
Personal business 13.5 5.0 8 29.0 55.5 
Funeral 6.0 1.0 3 2.5 1 2 . 5  
Death 1.0 9 . 0  5 0.0 15.0 
Military 0 .0  0.0 0 0.0 0.0 
Professional leave 41.0 66.5 87 83.5 278.0 
Religious holiday 0.0 0.0 0 0 . 0  0.0 
Jury duty 0.0 0 . 0  0  0.0 0.0 
Unpaid leave 0.0 1.0 7 5.0 13.0 
Total 150.0 192.5 247 2 0 0 . 5  790.0 
*does not include absences greater than a five-day duration 
School S 
In 1990-1991, School S had the smallest enrollment of 
the high schools in the district. Its payroll roster listed 
61 staff members with 49 included for the calculation of 
substitute teacher costs. Of the 180 student attendance 
days, no substitute teachers were required on 21 days. 
During the remaining 159 days there were 521.5 teacher 
absences. The cost of substitute teachers for short-term 
absences, based on a cost of $65 per substitute teacher per 
day, was $33,897. The teacher absence rate computed for the 
49 teachers for all reasons for the school year was 10.6 
days per year. This does not include absences of more than 
five days in duration. Table 13 shows the absences by 
quarter for all reasons for the 1990-1991 school year for 
the small high school. 
Illness is also the largest single category of absence 
for School S. It represents the reason for 47% of the 
absences. Illness, emergency leaves, and personal business 
leaves, account for 58% of all absences. Professional leave 
accounted for the reason for another 35% of the absences. 
Collectively, leaves for illness, emergency, personal 
business, and professional development accounted for 93% of 
all absences. The remaining 7% were due to unpaid leave and 
leave for religious holidays, funerals, and the death of 
relatives. 
Table 13 
Small Hiqh School-All Short-Term Absences by Type by Ouarter 
for 1990-1991* 
Absence Type Qt 1 Qt 2 Qt 3 Qt 4  Total 
Illness 51.0 4 4 . 5  87.0 6 4  2 4 6 . 5  
Emergency 7.0 5.5 5.5 6 24.0 
Personal business 1.5 3.5 10.0 17 3 2 . 0  
Funeral 1.5 2 . 5  1.0 2 7 . 0  
Death 0.0 7.0 8.0 0 15.0 
Military 0.0 0.0 0.0 0  0.0 
Professional leave 25.0 30.5 4 8 - 5  77 181.0 
Religious holiday 1.0 0.0 0.0 0 1.0 
Jury duty 2.0 1.0 6 . 0  0 9 . 0  
Unpaid leave 1.0 0.0 0.0 5 6.0 
Total 9 0 . 0  9 4 . 5  1 6 6 . 0  171 521.5 
*does not include absences greater than a five-day duration 
Comparison of School L and School S 
The proportion of total absences by absence category 
for the two high schools are the same for the categories of 
illness and professional leave. This means that 35% of the 
absences in each school were anticipated and there was some 
ability to plan for them. 
Difference also exist between the two schools. The 
rate of absence per teacher differs between the two schools 
with school L consistently having a lower per teacher rate 
Per absence category than School S. Most notable are the 
differences in the rate of absence because of illness and 
professional leave. The utilization of leave for illness in 
the large high school i.s 3.69 per teacher and 5 per teacher 
for the small high school. The per teacher use of 
professional leave is 2.78 in School L and 3.69 in School S. 
The smaller school has proportionally more absences per 
teacher with a rate of 10.64 as compared with a rate of 7.90 
for the large high school. The differences, based on the 
cost of substitute teachers, is equal to an expenditure of 
$178.10 more per teacher in School S as compared with School 
L. This totals a greater expenditure of $8,726.90 
for the school year. Table 14 provides a more extensive 
comparison of absences within the two schools. 
The author analyzed the distribution of absences by 
quarter and semester for each school and between the two 
schools. Table 15 shows the proportion and number of 
absences by quarter and semester for the two schools. An 
inspection of it shows that variation in teacher absences 
exists by quarter and semester. Figure 8 visually 
represents the absences of the two schools by quarter. 
School L has twice as many teachers as School S.   he lack 
of parallelism between the two schools in Figure 8 indicates 
the presence of variables other than school size that 
influence absenteeism and the need for substitute teachers. 
Table 14 
Comparison of Absences by Absence Cateqory for School S and 
School L 
School S(N-49) School L ( F 1 0 0 )  
Type of Absence - N % rate / t e ache r  N Z rate / teacher 
Illness 
Emergency 
Personal 
busine s s 
Funeral 
Death 
Military 
Professional 
leave 
Religious 
holiday 
Jury duty 
Deduct ion 
Total 
Table 1 5  
Proportion of Total Absences by Quarter and Semester for 
School S and School L 
School S ( 4 9  teachers) School L (100 teachers) 
Time Period proportion absences proportion absences 
-- 
Quarter 1 . I 7 2 6  90.0 . I 8 9 9  1 5 0 . 0  
Quarter 2  . 1 8 1 2  9 4 . 5  , 2 4 3 6  1 9 2 . 5  
Quarter 3 . 3 1 8 3  1 6 6 . 0  . 3 1 2 7  2 4 7 . 0  
Quarter 4  . 3 2 7 9  1 7 1 . 0  . 2 5 3 8  2 0 0 . 5  
Semester 1 . 3 5 3 8  1 8 4 . 5  . 4 3 3 5  3 4 2 . 5  
Semester 2 . 6 4 6 2  3 3 7  . O  . 5 6 6 5  4 4 7 . 5  
1 9 9 0 - 9 1  
School year 1 0 0 . 0 0  521.5 1 0 0 . 0 0  7 9 0 . 0  
Feasibility of Alternatives 
Alternatives to the current substitute teacher system 
must be judged by educators as being feasible. Practical 
feasibility requires alternatives to be acceptable within a 
school (Table 4) and also meet the school's need for 
classroom coverage. The district studied, according to the 
human resources department, meets 909 of the requests of 
schools for substitute teachers. This local standard, 
higher than that reported in the literature (Meara, 1 9 8 3 ) ,  
is used in this study. 
FLaure 8 .  Absences by quarter for School S (& = 4 9  
-- 
teachers) and School L (3  = 100 teachers) for the 1990-1991 
school year. 
--- - Absences for School S 
I 4- Absences for School L 
I 1 I 1 
Ouarter 1 Quarter 2 Quarter 3 Cuaner 4 
Quarters 
The disiribution of absences during the school year 
affects the possibility of alternatives independently 
meeting the criterion of 90% coverage for absent reachers. 
If absences are distributed evenly over the 180 student 
contact days, School L needs 4.5 subsritutes each day and 
School S ,  3 substitutes. Data provided in Tables 15, 16, 
and 17 show that demand is not evenly distributed by day or 
quarter of the school year. 
Economics, or cost, is another aspect of feasibility. 
Economic feasibility relates to the cost of using an 
alternative. The criterion used in this study is that an 
alternative must be no more expensive than the centralized 
substitute teacher system. The cost of coverage using the 
centralized system can be calculated rather easily; it is 
the number of teachers absent each day multiplied by $65, 
the cost of substitute teachers. Viewed as cost neutral is 
internal coverage of classes through regular teachers 
substituting as part of their assignment, substituting 
during their planning periods, and reassigning students to 
study halls or the library, Compensation by the district to 
the school or teachers within the school for in;ernal 
coverage of classes is a redistribution of funds already 
allocated for classroom coverage of absent teachers, but not 
a greater expenditure. 
Table I 6  
School §--Quantities and Frequencies of Need for Substitute 
Teacher 
Substitutes Frequency of Occurrence by Days 
Needed Quarter 1 Quarter 2 Quarter 3 Quarter 4 Total 
Days per quarter 44 4 5 4 3 4 8 180 
Absences per 
9 0 9 4 . 5  1 5 6  171 5 2 1 . 5  quarter 
Table 1 7  
School L--0uantities and Frequencies of Need for Substitute 
Teacher 
S u b s t i t u t e s  Freq-uency of Occurrence by Days 
Needed Q u a r t e r  1 Q u a r t e r  2 Quar te r  3 Q u a r t e r  4 T o t a l  
Days per quzrter 4 4  4 5 4 3 4 8 1 8 0  
Absences per 
q u a r t e r  1 5  0 1 9 2 . 5  24 7 2 0 0 . 5  790 
~ a c h  of the eight aiternatives generated by the focus 
group and used in the survey is reviewed for practical and 
economic feasibility. Table 18 lists the alternatives and 
indicates whether or not they are accepted by teachers or 
administrators, could provide coverage at the 90% rate and 
are no more expensive than the centralized substitute 
teacher system. An inspection of that table shows that no 
alternative is able to meet the requirements of practical 
and economic feasibility. A further review of the table 
shows that several alternatives do not meet 90% of the 
schools' needs for classroom coverage. This raises the 
issue of the possibility of alternatives successfully 
working in combination which will be discussed in the next 
chapter. 
Necessary information when determining feasibility is 
the cost of alternatives and ability to meet the coverage 
needs of the schools. For that reason, the alternatives are 
discussed as they relate to those two variables.   he 
similarity of some alternatives permits their grouping for 
the purposes of discussion. 
Table 18 
Acceptance, Coveraqe and Cost of Alternatives to a 
Centralized Substitute Teacher System 
Item Acceptance* 90% coverage** Cost*** 
1. Substituting as part of 
teaching assignment no 
2. Departments allowed to not 
request substitutes Yes 
3. Specific substitutes assigned 
to high schools Yes 
Yes greater 
no neutral 
no neutral / 
greater 
4. Support staff to substitute Yes no neutral 
5. Contract teachers assigned 
as substitutes Yes no greater 
6. Teacher associates to 
supervise classes Yes no greater 
7. No substitutes for selected 
classes, reassign students n o Yes neutral 
8. P l a n n i n g  time used for 
substituting, optional and 
with compensation Yes undetermined neutral 
* mean of 3.25 for either teachers or administrators 
** ability to independently cover 90% of ~ h e  needs of the school 
*** cost equal to or less than expenditures using the centralized system 
Hiah School Teachers Servinq as Substitute Teachers 
Two alternatives ta the centralized substitute teacher 
system involved regular members of the instructional staff 
functioning as substitute teachers during the school day. 
One a l t e r n a t i v e  s c h e d u l e s  s u b s t i t u t e  t e a c h i n g  a s  part- of t h e  
a s s i g n m e n t .  I n  t h e  o t h e r  a l t e r n a t i v e  t e a c h e r s  
would s e r v e  a s  s u b s t i t u t e  t e a c h e r s ,  by c h o i c e  and w i th  e x t r a  
compensa t i on ,  d u r i n g  t h e i r  p lann ing  p e r i o d s .  
 he s t r u c t u r e  of t h e  comprehensive h igh  s c h o o l s  i n  t h e  
d i s t r i c t  i s  a  s even -pe r iod  i n s t r u c t i o n a l  day  w i t h  one p e r i o d  
a s s i g n e d  f o r  t e a c h e r  p l ann ing .  Assuming optimum s t a f f  
s c h e d u l i n g ,  s i x  t e a c h e r s  can  cover  f o r  one a b s e n t  t e a c h e r  
w i t h  no need f o r  a  s u b s t i t u t e  d u r i n g  t h e  a b s e n t  t e a c h e r ' s  
p l a n n i n g  p e r i o d .  With optimum s c h e d u l i n g ,  t h a t  i s ,  
d i s t r i b u t i o n  of  e i t h e r  p lann ing  p e r i o d s  o r  p e r i o d s  s chedu l ed  
f o r  s u b s t i t u t e  t e a c h i n g  th roughout  t h e  day ,  t h e  r a t i o  of  
r e g u l a r  t e a c h e r s  r e q u i r e d  t o  cover  f o r  a b s e n t  t e a c h e r s  would 
f o l l o w  t h e  p a t t e r n  af 6:1 ,  12:2, 18:3,  2 4 : 4  and 3 0 : 5 .  
Using t e a c h e r s  w i t h i n  t h e  schoo l  f o r  cove rage  of  
a b s e n c e s ,  on days  of g r e a t e s t  t e a c h e r  ab sences ,  School  L 
needs  36  t e a c h e r s  i n  t h e  schoo l  s u b s t i t u t i n g  f o r  t h e i r  
c o l l e a g u e s  t o  r e a c h  t h e  9 0 %  coverage  l e v e l  f o r  q u a r t e r s  one ,  
two and f o u r .  The t h i r d  q u a r t e r  r e q u i r e s  4 2  t e a c h e r s  
a s s i s t i n g  t o  a c h i e v e  9 0 %  coverage .  On days  of g r e a t e s t  
t e a c h e r  a b s e n c e s ,  School  S  needs  2 4  t e a c h e r s  a s s i s t i n g  
d u r i n g  q u a r t e r s  one  and two, 30 t e a c h e r s  a s s i s t i n g  i n  t h e  
t h i r d  q u a r t e r ,  and 4 2  t e a c h e r s  d u r i n g  t h e  f o u r t h  q u a r t e r  t o  
p r o v i d e  a 9 0 %  coverage  f o r  t e a c h e r  ab sences .  
While this alternative initially appears capable of 
meeting the needs of the schools, a variety of problems are 
inherent with it. A major fallacy is the use of the 9 0 %  
coverage rate reported by the human resources department. 
 he centralized system provides this rate of coverage, but 
it demands that the high school provide the remaining 10%. 
Consequently, with use of regular staff, a 100% level of 
coverage is expected. Neither School L nor School S is able 
to provide enough staff to accomplish this on the days of 
the greatest number of teacher absences. 
A second problem with this alternative as the single 
method of coverage for a school is the scheduling of teacher 
planning periods. In discussing this alternative, the 
principal of School S observed that planning periods are not 
evenly distributed across the school day. If teachers are 
scheduled to substitute as part of their teaching 
assignment, the timing of periods designated for 
substituting would become an important scheduling variable. 
Using regular instructional staff in the high school 
for substituting is viewed as cost neutral as long as 
additional teachers do not need to be employed. If it were 
necessary because of scheduling to increase the number of 
teachers employed to permit internal coverage, added cost 
would quickly make this alternative economically 
impractical. The cost of adding teachers also eliminates 
the opportunity to compensate teachers for substituting 
during their planning periods. 
As a single alternative, the use of teachers assigned 
to the high schools to substitute for absent colleagues is 
not feasible. This alternative would require that almost 
all teachers choose to substitute teach during their 
planning periods, something that is unlikely to occur. It 
also assumes planning periods are distributed in a way that 
complements teachers covering for one another and interviews 
indicate that they are not distributed equally during 
periods of the day. Adding teachers to permit substituting 
as part of the teaching assignment, which would be necessary 
to achieve the necessary coverage, is cost prohibitive. 
Options Given to Departments Not to Request Substitutes 
One alternative to the centralized substitute teaching 
system is to give departments the option of not requesting 
substitutes when department members are absent. The 
feasibility of this alternative is related to department 
size, giving a clear advantage to some departments in the 
larger high school. This alternative cannot meet the total 
needs of either the large or small high school. It is cost 
neutral because no additional funding would be required. 
Specific Substitutes Assiqned to a Hiqh school 
The assignment of specific substitute teachers to high 
schools was the favored alternative in the survey and also 
during interviews by administrators and chairpersons. 
Discussed earlier were the variety of benefits they believed 
to exist with increased permanency of substitutes in a 
school. Two alternatives reflected this approach. One 
involved using substitute teachers paid the daily substitute 
rate and the other involved teachers being paid the contract 
teacher rate. 
The current daily rate for substitute teachers is $65. 
Based on a student attendance year of 180 days, the cost of 
one substitute teacher is $ 1 1 , 7 0 0 .  School L has 7 9 0  short- 
term absences and School S has 521.5 such absences. This 
equals $51,350 for the large high school and $33,897 for the 
small high school in short-term substitute teacher costs. 
This would provide 4.4 substitute teachers for School L and 
2.9 for School S. For purposes of analysis, these have been 
rounded up to 4.5 and 3. 
During the quarters of lowest and highest demand for 
substitute teachers, the coverage provided by this 
alternative is 80% and 7 0 %  for School L .  ~esults are 
similar for School S. In the quarter with the lowest need 
for substitutes, 7 8 %  of the needs can be met and in the 
quarter with the greatest need, coverage exists for 65% of 
the teacher absences. The alternative of having specific 
substitute teachers assigned to a school does not meet the 
criterion of 90% coverage of teacher absences. This 
alternative requires funds beyond those currently allocated 
for the centralized substitute teacher system to meet the 
needs of schools. 
When use of full-time contract teachers as substitutes 
is considered, cost becomes an even greater problem. The 
minimum cost for a contract teacher for the 1991-1992 school 
year was $19,175 and benefits were equal to 283  of salary. 
This makes the total cost for the least expensive contract 
teacher $24,544. In contrast to substitutes paid the daily 
rat.e, this alternative reduces coverage for absent teachers 
to less than 12% for School L and 25% for school S during 
the quarters of greatest need. 
Full-time Teacher Associates Assiqned to Supervise Students 
Full-time teacher associates are para-professionals. 
They nay be persons with degrees, but they are not required 
to have formal training or experience. As a full-time 
employee, they receive benefits equal to 28% of their 
salary. Teacher associates are on a 195-day contract and 
paid a daily rate with additional pay for college hours and 
years of experience in the school district. Using a middle 
range daily rate of $48 per day, the cost of a teacher 
associate is almost $12,000. This is slightly more than the 
cost of a substitute teacher paid a daily rate and working 
180 days. Because the costs are similar, this alternative 
has the same shortcomings as the alternatives discussed 
above . 
Support Staff to Substitute Teach 
Support staff include the principal., vice-principal, 
counselors, and other certificated personnel assigned to the 
high school who do not have regular instructional 
responsibilities. School S has 12 professionals in that 
category and School L has 17. With the expectation that 
each person substitutes three days per school year, this 
alternative does not meet the criterion of 90% coverage for 
absent teachers. It is cost neutral. 
Identification of Classes Where Substitute Teachers Would 
Not Be Used 
The focus group assumed it is impossible to 
meaningfully replace classroom teachers in some classes. 
They argued that students in those classes could be 
reassigned to a study hall or library instead of having a 
substitute teacher. This alternative is cost neutral 
because it does not require additional funds. As a single 
alternative, it is rejected because it does not meet the 
criterion of 90% coverage on days of highest teacher 
absenteeism. 
Summary 
 his chapter presented the results of the data analysis 
in four main areas: (a) alternatives to a centralized 
substitute teacher system, (bj acceptance of alternatives by 
students, (c) processes required for enactment of 
alternatives, and (dj feasibility of using alternatives in 
high schools. 
Through the use of a focus group, it was possible to 
generate 10 proposed alternatives to a centralized 
substitute teacher system. Eight of the alternatives were 
presented by survey to teachers, administrators, and 
students to determine whether or not the alternatives were 
attractive to them. Some alternatives were attractive to 
the different groups. Teachers and administrators preferred 
having specific substitute teachers assigned to each high 
school; students preferred being assigned to a study hall or 
the library instead of having a substitute teacher. When 
administrators and department chairpersons were interviewed, 
there continued to be support for having specific substitute 
teachers assigned to each high school. Other alternatives 
had appeal to them, but not to the same extent. 
Chairpersons were interested in opportunities to gain 
revenue for their departments through methods of coverage 
other than using substitute teachers. However, they did not 
believe that teachers would have great interest in giving up 
planning periods to cover for absent teachers, 
Processes for enacting alternatives in the two high 
schools studied were identified by interviewing 
administrators and chairpersons. Similarity existed in 
their descriptions, but administrators had a clearer vision 
of how change would occur than did the chairpersons. Both 
groups stressed involvement of all teachers in the decision- 
making process. Department chairpersons served as an 
informational link to teachers, keeping them informed and 
taking their opinions back to the principal. Administrators 
and some chairpersons described a role for school-based 
councils in the process of change. Some chairpersons were 
unsure of the role that the councils would play in changing 
practices related to substitute teachers. Both groups, 
administrators and chairpersons, were positive about their 
school's ability to enact change. 
Data on teacher absences for the two high schools were 
reviewed for the purpose of determining the feasibility of 
alternatives. Feasibility was defined as covering 90% of 
the school's need for substitute teachers and costing no 
more than the current system. Each alternative was reviewed 
independently for the ability to meet those requirements. 
No alternative met these criteria. Even though no 
alternative, by itself, met the criteria, there is the 
possibility of using combinations of alternatives in high 
schools. 
In the next chapter, I provide my conclusions about the 
use of alternatives in high schools. As part of my 
discussion, I present information on the feasibility and the 
processes for combining alternatives to the centralized 
substitute teacher system. 
Chapter 5 
S U W Y ,  CONCLUSIONS, DISCUSSION, AND RECOMMENDATIONS 
  he purpose of this study was to investigate 
alternatives to the traditional practice in urban areas of 
using a centralized substitute teacher system, a system 
characterized by district-wide management, and assignment of 
substitute teachers with little involvement of schools in 
the process. I generated alternatives to that system by 
using a focus group and surveyed teachers, administrators, 
and students to determine if there was acceptance of any of 
the alternatives. Administrators and department 
chairpersons were interviewed about the alternatives and the 
processes that would occur in introducing change in their 
schools. Using data from the schools, the feasibility of 
each alternative was examined for ability to meet the 
criteria of coverage for absent teachers and cost 
restraints. 
This is an exploratory study and attempts to determine 
if in educational practice there is reason to invest 
energies in designing an alternative to the traditional 
system. That system is characterized by control of the 
central office of a school district, including 
responsibility for recruiting, selecting, and assigning 
substitutes (Stoops et al., 1 9 7 5 ) .  It is also a system with 
limited instructional effectiveness, especially at the high 
school level (Clifton & Rambaran, 1987; Olson, 1 9 7 1 ) ~  and 
fails to meet 1 0 0 %  of the needs of schools (Meara, 1983). 
Teachers and administrators view the system as being 
instructionally ineffective and they encourage investigating 
alternatives to it (Caster, 1991). 
This chapter includes useful information about the use 
of alternatives in place of a centralized substitute teacher 
system. I present my conclusions about the use of 
alternatives in high schools first, providing a foundation 
for the topics that follow. The current system of 
substitute teachers has endured because no alternative is as 
simple to use in large districts as the centralized system. 
Therefore, these alternatives are important because they 
offer other, more imaginative, and perhaps more economically 
beneficial ways of doing things. Four specific topics are 
discussed: alternatives to the centralized system, the 
economics of alternatives, processes of system change, and 
administrative practices and policy. In the discussion of 
alternatives, I organize those generated by the focus group 
into classifications for planning and introduce additional 
alternatives for consideration. The economics of 
alternatives considers the costs of using alternatives 
versus those of a centralized system. I introduce a concept 
that permits broadening the role of substitute teacher from 
o n l y  covering f o r  an absent teacher to benefiting the entire 
school. The section on processes of system change examines 
soles in change and raises questions about the place of 
educational beliefs and philosophy in making decisions 
within a school. Altering the current method of covering 
for absent teachers will require changes in administrative 
practices and policies. Tssues relating to practices and 
policies needing change, or at least review, are identified. 
As a result of this study, I have been able to 
conceptualize a substitute teacher system different from the 
centralized substitute teacher system that has prevailed. 
This model is proposed as a guide for understanding 
alternatives to centralized systems and a guide for 
decision-making. It is followed by recommendations for 
further research on the use of substitute teachers and 
alternatives to a centralized system. 
Conclusions 
I gathered information on two high schools, one with a 
student enrollment of 922 students and one with 1968 
students. Information consisted of data on absenteeism 
converted to daily needs for substitute teachers during the 
1990-1991 school year. From this, I estimated a maximum 
expenditure for substitute teachers and used it to evaluate 
the economic feasibility of alternatives. I interviewed 
administrators and department chairpersons to discover 
actual interest i n  the use of alternatives and the processes 
necessary to implement them. Audio recording was used to 
supplement note-taking and 1 reviewed the tapes to better 
identify common themes and differences in views. 
  he interviews revealed an awareness of the 
shortcomings of the centralized system. Interest existed in 
both high schools in using alternatives generated by the 
focus group. The use of specific substitute teachers 
assigned to each school was the most attractive of the 
alternatives considered. The concept of returning monies to 
the high schools for coverage they would provide without 
using the centralized system was supported by department 
chairpersons and administrators. 
The process for implementing change in the two schools 
was described by chairpersons and administrators in the same 
manner. The district's movement to school-based management 
with similar structures being mandated for all schools 
accounts for the similarity. It also gives some evidence of 
the district's success in that effort. Teacher and 
department involvement were deemed necessary to the process 
of determining which alternatives would be implemented. 
Previous experience with shared decision-making created 
positive expectations within the schools about the ability 
to effectively introduce change. 
Analysis of data from the schools gives importance to 
the role of school-based management in selecting and 
implementing alternatives. Differences exist between the 
two schools in the need for substitute teachers that can not 
be attributed to school size alone. The distribution of 
absences during the school year for the two schools is 
different as i-s the use of professional leave. The survey 
of teachers and administrators of all high schools in the 
district about the use of alternatives revealed that 
attitudes about alternatives vary between schools and 
between departments. No single alternative met the 
requirements of coverage for absent teachers and cost. 
From this investigation, I reached the following 
conclusions: 
1. Alternatives to a centralized substitute teacher 
system have been identified which teachers and 
administrators wish to implement. 
2 .  Differences exist between subject areas and high 
schools in preferences and ability to use alternatives. 
3 .  Return of monies to high schools for implementing 
alternatives is a major motivation for adopting alternatives 
to a centralized system. 
4 .  Teacher participation is necessary for selecting 
and implementing alternatives appropriate to each high 
school. 
5 .  No single alternative to the centralized system 
meets the needs of high schools, but using combinations of 
alternatives seems very feasible. 
6. High school students have low expectations for 
learning when the teacher is absent and the classroom 
climate created by the presence of a substitute teacher is 
negative, and even intimidating to some students. 
7. Centralized substitute teacher systems continue to 
be necessary to meet the needs of some high schools. 
The remainder of this chapter provides information that 
supports these conclusions and further clarifies the process 
of implementing alternatives to a centralized substitute 
teacher system. 
Alternatives to a Centralized 
Substitute Teacher System 
The literature does not describe planned alternatives 
to a centralized substitute teacher system. However, Meara 
(1983) and I (Caster, 1991) both identified actions taken 
when supply of substitute teachers does not meet the needs 
of schools. Discussion with the focus group and interviews 
with administrators revealed that administrators give 
consideration to methods of covering classes when substitute 
teachers are not available. The most commonly used method 
is assigning teachers during their planning periods to cover 
classes. 1n the small high school, the principal maintains 
a list of teachers by period who can substitute when needed. 
In the large high school, teacher planning periods within 
larger departments are arranged to permit teachers to cover 
classes within their o m  department when no substitutes are 
available. 
Because the literature does not describe other planned 
alternatives, I formed a focus group to generate 
alternatives. Alternatives were defined as planned methods 
of covering for absent teachers without using the 
centralized substitute teacher system. The purpose of this 
section is to review the alternatives generated and to 
classify them to aid in planning. Because some alternatives 
were more or less attractive to specific groups, Some of the 
possible reasons behind the opinions are presented. In the 
course of the investigation, I discovered other alternatives 
not included in the survey that might have utility. I 
present these for consideration despite the fact that the 
focus group did not generate them. 
Classification of Alternatives for Planninq 
The focus group generated 10 alternatives, 8 of which I 
included in the survey. The two that I did not include in 
the survey, use of students and community members, were 
excluded because the use of students would require the 
presence of an adult because of liability. Using persons 
from the community would require considerable advanced 
planning by teachers. Neither suggestion received much 
attention from the focus group and I did not believe I could 
adequately present them in the context of a survey. The 
eight alternatives examiaed have been classified using two 
categories: (a) specific personnel assigned to high schools 
and (b) internal cwerage. 
Specific Personnel AssFaned to Hiqh schools 
Three alternatives ass included within this 
classification: specific substitute teachers assigned to a 
high school, contract teachers assigned to a high school, 
and teacher associates assigned to a high school for the 
purposes of student supervision. Survey results reflect 
that teachers, administrators, and students perceive 
benefits in having consistency in the teachers substituting 
in a high school. Chairperson and administrator comments 
during interviews are consistent with the finding of Clifton 
and Rambaran (1987). These researchers recommend increasing 
the experience of specific substitutes in a school as a 
method of reducing the dissimilarity between the ways in 
which substitutes and regular staff members perform. 
Clifton and Rambaran (1987) contend it is this incongruity 
in actions and expectations for students that cause 
substitutes to lack authority in the classroom and high 
school. I found teachers, administrators, and students to 
be highly aware of this problem and they often cited it as 
the explanation for the ineffectiveness of substitute 
teachers. 
While three alternatives are included within this 
classification, the use of teacher associates to supervise 
students received less acceptance than the alternatives that 
used certified teachers. It was attractive to 
administrators but not teachers. Review of teacher 
responses by subject area reveal that two sub-groups of 
teachers, language arts and social science teachers, 
accepted the use of teacher associates as an alternative. A 
variety of issues emerged as teachers and administrators 
considered the use of teacher associates. A major issue is 
uncertainty about the legality of using teacher associates 
and the functions they can perform. An explanation might be 
the emphasis of schools on appropriate certification and the 
very limited experience the high schools have had with 
teacher associates. Also, some teachers seem unwilling to 
share authority with non-teachers. The lack of acceptance 
of teacher associates might be attributed to the desire of 
teachers and administrators to maintain instruction in the 
classroom. There is a definite unwillingness to give up the 
appearance of maintaining instruction even when faced by 
situations where the respondents believe it can not be 
maintained. Or, rejecting the use of teacher associates may 
be a way t,o avoid perceived encroachment of para- 
professionals at a time when funds are limited and schools 
are attempting to reduce costs. 
The use of contract teachers as substitutes and 
specific substitute teachers assigned to schools is 
acceptable to teachers and administrators. The distinction 
between the two categories is essentially one of 
compensation. The contract teacher receives benefits and is 
placed on the salary schedule based on years of experience 
and the substitute teacher is paid a daily rate. The 
contract teacher costs considerably more. ~dministrators 
and chairpersons are very aware of the budget implications 
of using contract teachers. Teachers may have had the same 
thoughts because greater support is given to using daily- 
rate substitutes than contract teachers. 
Internal Coveraqe 
Internal coverage is the other classification of 
alternatives. It includes (a) teachers substituting as part 
of their assignment, (b) teachers having the option of 
substituting during planning periods with additional 
compensation, (c) selection of classes where substitute 
teachers would not be requested and students reassigned to 
study halls or the library, and Id) the use of support staff 
to substitute. 
As shown earlier in Tables 4 and 7, the only method of 
internal coverage not receiving the support of either 
teachers, administrators, or a sub-group of high school 
teachers was substitute teaching as part of a teacher's 
regular assignment. Teacher comments indicate they believe 
substituting is aversive. Administrators seem to be aware 
of these feelings. Administrators also believe that 
insufficient numbers of teachers are assigned to their high 
schools for this to be feasible without major increases in 
class size. 
Teachers and administrators acknowledge that having 
teachers cover for one another during planning periods is 
common practice when substitutes are unavailable. 
Generally, teachers believe that since they fill in during 
planning periods, it would be nice to be compensated. In 
written comments, some teachers predicted that compensation 
will attract teachers to substituting, but planning will be 
neglected. Interviews with chairpersons reflected the 
opposite; they believed that teachers would reject the 
opportunity to volunteer for substituting during planning 
periods so their own work could be done. So, in conclusion, 
this alternative received very mixed support. 
Teachers are favorable toward requiring administrators 
and other certificated, but non-teaching staff, to 
substitute three days during the year.  he administrators 
are not. vice-principals indicate that selecting days where 
this might be possible is difficult because of the 
unscheduled nature of discipline problems and other duties 
fox: which they are responsible. A few teachers recognize 
this as a problem in their comments. Some administrators 
report that they cover classes for teachers, but not for a 
full- day, Counselors are reported to be excluded from 
covering classes on an emergency basis because of an 
unwritten school district policy. The belief that the 
position of counselors is protected can be attributed to a 
recent expansion of the X-12 counseling program in the 
school district. In times of limited funds, there may be a 
fear that having counselors perform this non-counseling duty 
would be used as evidence that the positions are not 
essential. 
Identifying classes for which substitute teachers would 
not be requested when the regular teacher is absent was 
rejected by teachers as a group. Only language arts and 
science teachers disagreed. I believe the use of 
assignments that require independent reading and specialized 
laboratory activities in these content areas, as opposed to 
other areas, account for the differences in opinion. The 
general unattractiveness of this alternative is 
contradictory to the beliefs of teachers and administrators. 
They indicate that classes do exist where instruction is not 
maintained when the regular teacher is absent. while I did 
not collect information on this issue, I see possible 
explanations for this paradox. The concept of a '"substitute 
teacher" maintains the appearance that instruction and 
learning continue when the regular teacher is absent, 
Deciding not to request substitutes is a major break from 
tradition and requires formal acknowledpent that effective 
instruction is not continued when the teacher is gone. 
Also, schools do not have a base of experience to draw upon 
in providing student coverage without substitute teachers. 
Administrators were sensitive to space limitations in their 
schools that would prevent reassignment of students without 
other changes taking place at the same time. Some of the 
classes for which teachers mentioned qualified substitutes 
could not be found were vocal and instrumental music. 
Fnrther, the size of those groups is usually so large that 
reassignment of students elsewhere is not practical. 
Admini-strators and chairpersons point out that only part of 
a teacher's assignment might lend itself to reassignment of 
students. That is, within a teacher's schedule, only part 
of the classes are so advanced that a substitute can not 
continue instruction. So, while reassignment might be 
feasible for the smaller or more advanced classes of a 
teacher, a substitute might be needed for larger or less 
advanced classes. This could be done, but it would require 
more forrnal planning and organization than the current 
system which is just having a substitute teacher follow the 
absent teacher's schedule. 
Impact of Attractiveness ofsome Alternatives on Other 
- 
Alternatives 
The appeal of having specific substitute teachers 
assigned to a high school is so attractive to teachers and 
administrators, I believe that some of the other 
alternatives by comparison are less attractive. The 
alternative getting the attention of the two groups is 
assignment of specific personnel to the high schools. When 
the nature of the traditional system, including its 
shortcomi.ngs, is considered, this is a logical response. 
This alternative addresses weaknesses of a system made 
ineffective by substitutes not knowing the students or the 
school. It is also an approach that relies on the structure 
of the existing system, replacement of a teacher with 
another teacher. Even using teachers during their planning 
period to substitute is a mirror of the existing system. 
Alternatives using foms of internal coverage requiring 
students to be reassigned or requiring new forms of coverage 
were generally far less attractive. I sensed during the 
interviews that without a frame of reference for how these 
alternatives would work, and none existed, teachers and 
administrators were uncomfortable affirming the use of those 
methods. This is in spite of acknowledging that instruction 
in some classes is not maintained when the teacher is gone. 
This points up the caution of the groups in changing past 
practice very much. Or, it is a sign of the complexity of 
selecting classes for which substitutes would not be 
obtained and creating a method to supervise the students. 
The belief of teachers, administrators, and students that 
emerged during this study about the total futility of trying 
to continue instruction in some classes causes me to believe 
that this alternative is worth pursuing. Pursuing it within 
a high school will require both a great deal of study and 
searching for solutions and a willingness to ignore 
tradition. 
Other Alternatives 
- 
Not included in the survey were two alternatives 
mentioned by the focus group: use of student leaders and 
the use of members of the community. Both are worthy of 
discussion as they relate to the climate of the school when 
the regular teacher is absent. An alternative not generated 
by the focus group is the use of student teachers to cover 
for absent teachers. It also is presented. 
The use of students does not mean that students may 
replace absent teachers or be in a classroom without a 
supervising adult. The liability of the school prohibits 
delegating such authority to students. However, students 
might be used to maintain the instrl~ctional nature of some 
classes. Administrators reported that designated student 
leaders permitted vocal and instrumental groups to practice 
when the teacher was absent. They hypothesized that this 
might also work for foreign language, mathematics, and 
physical education. The administrators assumed that this 
night be more true in the upper-level classes. The use of 
student leadership might make it possible to have teacher 
associates supervise selected classes, but maintain a low 
profile in doing so. Student leadership could help to 
maintain continuity in classes. One student wrote that an 
effective substitute "doesn't change the rules and goes by 
what the original teacher does." While substitute teachers 
do not know the classroom procedures, students do. 
The use of members from the community as substitutes 
was mentioned in the focus group, but not included in the 
survey. One teacher's comment caused me to think that it 
may be worth considering as something that could be done 
occasionally: "Each teacher knows someone who can best 
teach his or her class. Must these substitutes be state 
certified? Schools are missing a vast pool of good 
experiences in non-certified people." one-third of teacher 
absences are for professional leave and, unlike absence f o r  
illness, there is advanced notice. The planned nature of 
absences for professional leave allows the selection of 
Persons who (:an complement the content of classes. T - , ~  
"guest teacher" from the community would not be expected to 
"be " the absent teacher. This alters the relationships 
between students and the adult in the classroom, possibly 
removing the stress experienced by students when substitutes 
change processes and procedures. 
The use of members of the community as guest teachers 
has no significant cost benefit to the school, nor, would 
that be the intent. However, it could help to develop 
relationships between the school and the community and to 
increase the understanding of students about the application 
of content to real life. l'he standards for substitute 
teachers and teacher associates seem sufficiently broad to 
permit this. Also, the encouragement of schools to fink 
instruction to real life coming from state and national 
educational levels supports such efforts (Iowa Business and 
Education Roundtable, 1991). 
Focus group suggestions did not include the use of 
student teachers as substitutes, an alternative described by 
Soares (1988) in the literature. He describes the 
successful use of substitute teaching as the student 
teaching experience for graduate students in education. It 
might be possible to replicate the program at the 
undergraduate level, especially with some undergraduate 
programs requiring five years for completion. On a limited 
and highly selective basis, high schools could create, in 
conjunction with teacher training programs, a student 
teaching program that also would help to meet the need for 
substitute teachers. A stipend could be paid to student 
teachers and they would have responsibility for some classes 
and some substitute teaching responsibility. The duration 
of the experience could be greater than typical student 
teaching. 
The benefit to student teachers is economic 
compensation and participation in an experience that offers 
better preparation and makes them more competitive for 
employment. The benefit to high schools and the school 
district goes beyond the benefits of coverage for absent 
teachers. Emphasis on selection of students could be in 
areas of high teacher need, thus potentially creating a bond 
between the preservice teacher and the school district. 
There is a need for schools to increase the number of 
minority teachers (Jacullo-Noto.1992) and this approach 
might be useful in more aggressively recruiting them. The 
authority given to student teachers by state law is 
sufficiently broad for this approach to be used. Concern on 
the part of the teacher's organization would be minimal 
because it does not represent substitute teachers and this 
approach is not expected to have a significant impact on the 
overall need for substitute teachers. 
Summary 
There are planned alternatives to a centralized 
substitute teacher system that are attractive to high school 
teachers and administrators. Eight alternatives are 
examined and seven are viewed as attractive to either 
teachers, administrators or sub-groups of teachers. The 
mast appealing alternatives are those that involve specific 
personnel being assigned to a high school. Within that 
classification, assigning specific substitutes teachers to 
schools is the most attractive. Alternatives using internal 
coverage are appealing, but, overall, acceptance is over- 
shadowed by the attractiveness of having specific substitute 
teachers assigned to a school. Additional alternatives 
exist that might have utility in high schools. It is 
possible that even other alternatives to the use of a 
centralized substitute teacher system exist that have not 
been identified. 
Fundamental to an investigation of alternatives to the 
current system is whether or not teachers and administrators 
have an interest in change. I observed great interest and 
enthusiasm about the possibility of departing from the 
centralized substitute teacher system. Teachers and 
administrators are keenly aware of the limitations of the 
centralized system and express a desire to obtain greater 
benefit from the monies used to cover for absent teachers- 
Economics of Alternatives 
Any change from a centralized substitute teacher system 
to another system has fiscal implications. School districts 
already face budget constraints due to state deficits and 
local resistance to higher taxes; there is no indication 
that major new resources will be forthcoming (Taylor, 1992). 
System change must operate within the limits of existing 
resources or demonstrate benefits that can justify 
additional allocations of resources. 
In this section I discuss the economics of the 
centralized substitute teacher system and the alternatives 
generated by the focus group. As part of the discussion the 
concept of cost-utility analysis is explained and applied to 
the alternatives. Lastly, the significance of professional 
leave as an important economic variable in the funding of 
alternatives is presented. 
Alternatives Compared with the Centralized System 
When only expenditures are considered, the centralized 
substitute teacher system is the most economical method of 
covering for absent teachers. Costs occur only when a 
substitute teacher is paid to replace an absent teacher. I n  
an estimated 10% of the cases the burden of providing 
classroom coverage is assumed by high schools with no cost 
to the school district. Using a 10% rate of non-coverage 
for the 1990-1991 school 'year, a figure provided by the 
school district, more than $8,500 was saved by having the 
two schools studied cover their own classes when substitute 
teachers were not available. 
I have assumed funding of alternatives to be equal to 
100% of teacher absences. This is the goal of the human 
resources department which manages the substitute teacher 
system. Since the intent of the centralized system is to 
provide this level of coverage and failure is due to a 
limited supply of substitute teachers, this is a reasonable 
assumption. However, there is no basis for a belief that 
adopting alternatives would be less costly for a school 
district. 
In the previous section, the alternatives were grouped 
into two categories: specific personnel assigned to schools 
and internal coverage. Internal coverage of classes 
includes using support staff, having teachers substituting 
during their planning periods, or reassigning students to 
study halls. Internal coverage is cost neutral because flow 
of funds from the central office is a redistribution of 
funds already allocated for classroom coverage of absent 
teachers. Internal coverage would cease being cost neutral 
and become more expensive if more teachers were employed to 
permit substituting as part of the regular teaching 
assignment. 
The category of assignment of specific personnel to a 
school contains alternatives that are and are not 
economically feasible. The use of contract teachers, 
estimated to have a minimum cost of $24,544, is not 
feasible. Contract teachers provide too little coverage to 
meet the demands of the schools studied and still be within 
total substitute teacher budget. The other alternatives, 
using specific substitute teachers assigned to high schools 
or contract teacher associates, cost about one-half as much 
as contract teachers. This lower cost makes these 
alternatives economically feasible as strategies to meet a 
portion of a school's needs. 
The coverage provided by using specific substitute 
teachers or teacher associates is not enough to meet 90% of 
the needs of the schools ezarnined. This method would 
require supplementing by either the use of internal coverage 
or assistance from the centralized system on days of high 
teacher absenteeism. However, specific personnel assigned 
to the high schools can meet a major part of the schools' 
needs. 
Determining the number of specific staff to be assigned 
to substitute in each high school is important for using 
this alternative to the centralized system. High schools 
will be expected to avoid having personnel in excess of the 
need for substitutes and, as a result, exceed budget 
limitations. A reasoned decision, always a professional 
judgment based on absence data from past school years, will 
be required. District-wide data are inadequate for this 
purpose. Distribution of absences, as indicated in Table 15 
and Figure 8, is not the same for the two schools and there 
is variance between quarters of the school year. Useful 
data are being collected in the district, but they are not 
organized or stored in a way that supports decision-making 
in the high schools. Data collection and reporting will 
need to be refined to support the use of this alternative. 
Cost-utility Analysis 
Cost-utility analysis (Levin, 1983) is a concept 
relevant to a discussion of the economics of alternatives to 
a centralized substitute teacher system. ~ccording to 
Levin, cost-utility analysis "refers to the evaluation of 
alternatives according to a comparison of their costs and 
the estimated utility or value of their outcomes" (p 26). 
It is similar to cost-benefit analysis but differs in that 
it acknowledges that an absolute value cannot be placed on 
the return gained from an investment. Judgment is required 
to determine the value of the return. 
The use of cost-utility analysis permits looking at 
alternatives to a centralized substitute teacher system in 
terms of the value offered to a school in a broader sense 
than just classroom coverage for ail absent teacher. 
Repeatedly mentioned by members of the focus group and 
teachers and administrators during interviews was the 
practice of substitute teachers arriving just before class 
in the morning and being 'out the door with the students in 
the afternoon." This equates to approximately one hour less 
of service per day than a substitute teacher is paid to 
provide. Because of the transient nature of substitute 
teachers in a centralized system, it is not surprising that 
no serious effort has been made to capture this time for the 
benefit of the school. Principals have decided that on a 
day-to-day basis, the time required to explain and train 
substitute teachers to perform before and after school 
duties is not worth the investment of time required. 
The use of specific substitute teachers or teacher 
associates would recapture the hour lost each day. Their 
assignment to a high school would make it possible to assign 
meaningful before and after school duties. However, there 
are days where no teachers are absent. School L had 9 such 
days and School S had 21 such days. These costs would be 
exceeding the budget allocation for substitute teachers 
unless the high school believes the value of the permanency 
of the personnel is sufficient to justify the added expense. 
Cost-utility analysis provides a way of viewing these 
possible costs in a manner that clearly justifies them or 
renders them inappropriate. 
-WY added cost must be balanced against the value of 
the benefits received by the high school. Teachers and 
administrators report that permanent substitutes could 
provide benefits not received from the current system. 
possible services to the schools are monitoring halls before 
and after school and assisting with detention, clubs, 
academic tutoring, and grading student work. These services 
are not provided by the current centralized system. 
Further, because they do not need a planning period an 
additional period of service is available from specific 
personnel assigned to high schools. Generating useful 
activities for specific personnel assigned to high schools 
is not felt to be a problem. Administrators and 
chairpersons report that extra help can always be used in 
the attendance office and training can be provided. 
The application of cost-utility analysis to substitute 
teacher systems provides a rationale for additional 
expenditures that occur when no teachers are absent. 
However, budget constraints may prohibit any new funding 
even if the added benefits of permanent personnel are 
recognized. In that case, two options exist. 
The first option is using internal coverage to offset 
the costs of having substitutes in the school when no 
teachers are absent. This would require the central office 
and the high school agreement to trade unpaid internal 
coverage f o r  the days when there is a surplus of 
substitutes. Faculties in the district have participated in 
decisions on the staffing priorities for schools.  he 
ultimate test of the value of the services provided would be 
the willingness of a faculty to continue to purchase the 
exclusiveness of substitutes for their school through 
contributing uncompensated internal coverage. 
The second option relates to the scheduled school day 
of high schools in this school district. High schools and 
middle schools begin at the same time, but earlier than 
elementary schools. On the small number of days that high 
schools do not experience any teacher absences, the 
personnel asslgned to the high school could be released to 
substitute elsewhere in the school district. This shifts 
the costs to another school, but still maintains the 
consistency of the substitutes in the high school on other 
days. This strategy requires canceling after-school duties 
or reassigning them to regular staff, but the frequency that 
this is needed seems small. 
This option would require agreements with the 
department of human resources, but only a small amount of 
restructuring would be necessary. High schools know the 
need for substitute teachers by 7 : 0 0  a.m. or earlier.   he 
registrar, usually the person who coordinates substitute 
assignments in the high schools, would only need to call the 
substitute office to report unneeded substitutes. Upon 
reporting to the high school, unneeded substitutes could be 
sent to other schools in the geographic area. Substitute 
teachers often substitute at all levels of instruction in 
the district. 
Role of Professional Leave 
Professional Leave is an anticipated absence known well 
in advance. Because it is expected, it provides the 
greatest opportunity to maintain quality instruction when 
the regular teacher is absent. It also plays a significant 
role in the economics of alternatives. 
Absence for professional growth activities accoun.ts for 
35% of the absences in each school, Obviously, the school 
district has made a commitment to staff training and 
releases teachers during the school day for participation in 
inservice activities as well as granting leave for attending 
conferences. Any shift in policy regarding releasing 
teachers during the school day for professional growth 
experiences also affects the need for substitute teachers 
and the ability to pay for alternatives. Communicat~on 
between the district and the high schools regarding 
professional leave policy is essential for selecting 
alternatives that are economically feasible. 
Summary 
When expenditures alone are considered, the centralized 
substitute teacher system currently used is less costly than 
other alternatives because it has a built-in savings factor 
equal to any unmet demand for substitute teachers. However, 
the intent of the school district is to meet 100% of the 
needs of schools for substitute teachers. Combinations of 
alternatives appear very feasible as a way of delivering 
services different from the present system. Variables such 
as school size, staff absence patterns, preferences for 
alternatives, and allotment of professional leave are 
significant factors influencing ultimate configuration of a 
design used by a high school. 
The use of the concept of cost-utility (Levin, 1983) 
permits the value of the services of specific personnel 
assigned to the high school to be considered in conjunction 
with expenditures. Currently, less service is received from 
substitutes than is being purchased. Reasons for this 
include the amount of notice prior to assignment and the 
difficulty of assigning duties to transient personnel. 
Chairpersons and administrators have identified additional 
services that could be provided if substitutes were present 
during the entire working day and if they could be 
assimilated into the school program. Added costs can be 
expected if substitutes are assigned to a high school and no 
teachers are absent, but options exist for justifying or 
avoiding those expenses. 
Processes of System Change 
Participants in the investigation described this 
centralized substitute teacher system as being relatively 
unchanged during the last 25 years. Changing a system that 
has been in place for that length of time is usually 
achieved with great difficulty. The purpose of this secti~n 
is to discuss the attitudes of participants in the study 
about system change and how they envision the change process 
occurring. I also discuss considerations that I believe to 
be important in the transformation of a centralized 
substitute teacher system to one that is more dynamic and 
uses different strategies to cover for absent teachers. Two 
of those considerations relate to the vision of teaching and 
learning held by a school and the role of students in 
defining change. 
Attitudes About Chanqe 
The longevity of the district's centralized substitute 
teacher system does not appear to reduce the interest of 
teachers or administrators in considering system change. In 
fact, just the opposite is seen. Central administration of 
the school district and the department of human resources 
encouraged and supported the investigation from conception 
through completion. Prior to the completion of the study, I 
was asked to meet with the high school principals to share 
preliminary results from the investigation. Also, during my 
earlier study (19911, teachers and administrators of this 
district expressed strong interest in having alternatives to 
the current system investigated. 
I observed an unexpected clarity and understanding by 
students, teachers, and administrators of the problem of 
substitute teacher ineffectiveness. Without criticism of 
specific substitute teachers, they articulated short-comings 
of the current system and obstacles faced by substitutes 
trying to be effective teachers. Problems in the system 
most often identified were the inadequate supply of 
substitutes and the lack of substitutes skilled in all 
content areas. Obstacles to instruction frequently 
mentioned were lack of knowledge of the school and an 
understanding of its routines and students. 
If the limitations and problems have been understood, 
why then has there been no attempt to change the system? A 
major factor seems to be that solutions to the problem have 
not been exclusively under the control of either district 
management or the high schools. Neither part of the 
organization has had the capability of independently 
redesigning the system. Only by district management and 
high schools working together to restructure the centralized 
substitute teacher system could the creation of a different. 
system seem possible. This is not the usual method in which 
change is created in schools. Hall and Guznan ( 1 9 8 4 )  repart 
that most innovations in education are mandated by the 
central office; they do not begin with the individual 
school. 
Another factor contributing to the longevity of the 
centralized system is the limited significance of the issue 
of substitute teachers in relation to other issues that have 
faced school districts and high schools during the last 
decade. School. efforts have focused on increased standards, 
drug education, teen pregnancy, AIDES education, drop-out 
prevention, and implementing research on effective teaching 
and effective schools. But now shrinking educational 
dollars, greater concern for instructional accountability, 
and increased absences of teachers for professional tralning 
help to elevate the importance of substitute teachers and 
the cost of their services. 
The shift from centralized management to school-based 
management creates the opportunity for change to occur. It 
shifts some responsibility to schools for planning school 
improvement and determining how resources can best be used. 
Just because there is agreement that substitute teachers are 
ineffective and schools are empowered to suggest 
alternatives does not insure that change will occur.   he 
return of n~onies to schools will be an incentive for 
innovation. Yet, according to Fullan and Miles ( 1 9 9 2 ) ,  an 
understanding of how to create and manage change within the 
school is needed for reform to occur. 
Process for Chanqe Perceived by 
Chairpersons and Administrators 
- 
The two schools are alike in their structures for 
introducing and managing change. The principals rely on 
department chairpersons to bring information from the 
teachers and to take information to them. Both principals 
stress the importance of the chairpersons in understanding 
and communicating the opinions of department members. As a 
group, the principai and the department chairpersons are the 
significant decision-making group in the two schools. Yet, 
decisions on changing the current substitute teacher system 
would not necessarily be made by the principals and 
chairpersons. Or, they would not make the decisions 
quickly. Chairpersons seem not to speak for departments and 
are reluctant to represent other department members without 
asking their opinions. A high level of staff participation 
in issues was something that administrators also desired. 
Both groups are willing to take the time necessary to 
adequately discuss possible changes prior to making a 
decisj-on .
Each high school has a school-based council ( S B C )  in 
place. It includes teachers, students, parents, and 
community members. The role is advisory in nature, but the 
S B C s  appear to have the added effect of causing departments 
and the school to define their educational goals and 
Proposed changes well before seeking support. The SBC would 
be included in any attempt to implement an alternative to 
the current substitute teacher system. How it would be 
included, and at what stage, was not well d e f i n e d .  Varying 
views existed of the role of the SBC, with administrators 
all having a similar understanding of the S B C f s  role, Some 
department chairpersons believed that it had a role, but 
were unsure of its exact nature. One chairperson, also a 
member of the school" SSB,  believed the role was still 
being defined because of the newness of the council and the 
infancy of school-based management in the school. No one 
perceived the SBCs as a threat to the involvement of 
teachers in important issues in the schools. 
Changing the method of providing for substitute 
teachers in the schools could be initiated in a meeting of 
the department chairpersons and principal. However, 
chairpersons and administrators both stress that no decision 
would he made until it is discussed at the department level. 
Some chairpersons saw the issue worthy of discussion at a 
faculty meeting, giving everyone the opportunity to hear 
different opinions. They appeared sensitive to possible 
negative reactions if teachers did not understand proposed 
changes nor have a voice in shaping decisions. The school- 
based council could perfom. various functions. It could 
assist in validating the need for investigating possible 
change, provide the opinions of parent, students, and 
community members about alternatives, or respond to 
recommendations. No one perceived the SBC's role as 
defining the changes that should be made in the current 
system. 
The process of introducing change described by 
chairpersons and administrators appears straightforward and 
uncornplica~ed. They both described change processes based 
on consensus building. Neither group expressed reservations 
about the ability to make change or described the existence 
of significant obstacles. They appeared confident in their 
ability to introduce and manage any desired change. This 
attitude of confidence comes from two sources: the first 
source is the alternative they most favored, the assignment 
of specific substitute teachers to the high schools. In 
many ways it is not unlike the present system. If they had 
favored a more complicated alternative, like major use of 
internal coverage for absent teachers, the descriptions of 
the change process might have been different or more 
elaborate. 
The second source of confidence in their ability to 
introduce and manage change comes from the experiences of 
the administrators and department chairpersons in the last 
few years. The school district is more than four years into 
movement from a centralized system to one which uses school 
based management. The school-based councils are part of 
that overall restructuring of schools. Individual schaals 
have been given more responsibility in decision-making on 
the methods to achieve district and school goals. 
Accompanying the increased responsibility has been the 
decentralization of funds related to staff development, 
professional leave and public relations. Along with greater 
control over funds has come greater accountability. The 
school district has devoted significant energies to creating 
databases for each school that provide information on such 
things as achievement, attendance, and drop-out rate so 
schools can develop improvement plans, monitor progress, and 
report results to the S B C s  and the central office. Such an 
active role in previous decisions influence how chairpersons 
and administrators perceived their ability to change the 
substitute teaching system used in their school. 
Dissatisfaction with the current substitute teacher 
system is present in both schools and there are processes in 
place to bring about change. Yet, there are many obstacles 
to introducing change into the current system within the 
high schools. Leadership for change must come from within 
the high schools because the central office is not capable 
of defining what would work in each school. The central 
office can only encourage and provide the opportunity for 
innovation. 
Teachers must provide leadership for change if new 
ideas are to he implemented, especially if the ideas require 
personalizing to each school and the cooperation of other 
teachers. Adopting alternatives to the current substitute 
teacher system requires both personalizing of alternatives 
and internal cooperation of teachers. This is much more 
difficult than making decisions on issues presented by the 
central office. According to Hall and Guzman (19841 ,  few 
teachers are innovators beyond that which affects their own 
classroom responsibilities. Chairpersons perceive 
themselves as informational links between the department and 
the principal, not as innovators. As school-based 
management matures, expecting innovation to come from within 
schools and not the central office, who will be the 
innovators? 
PhiLosophv and the Chanqe Process 
The philosophy of teaching, learning, and students by 
teachers in a school can be expected to contribute greatly 
to decisions about alternatives to a centralized substitute 
teacher system. This was not part of the inquiry of this 
study. However, through comments on the surveys and during 
interviews, it emerged as a potentially critical element 
behind any decisions that high schools might make. While 
they are interrelated, I have divided the issue into two 
parts: one pertaining to teaching and learning and one to 
students. 
Vision of Teachinq and Learninq in the Chanse Process 
How we envision teaching and student learning has a 
bearing on our systems of covering for absent teachers. The 
traditional system is predicated on substitute teachers 
replacing absent teachers. The literature does not reflect 
that teachers can be effectively replaced, nor do the 
opinions of students, teachers and administrators. Beckhard 
and Pritchard (1992), in their discussion of change, 
describe learning as a necessary part of the change process. 
This learning process includes: "'Unfreezing' oneself from 
currently held beliefs, knowledge, or attitudes" (p 14). 
Examining issues that have been taken for granted is 
one way to begin "unfreezing." Prior to a high school even 
considering the merits of alternatives to the centralized 
system, I would recommend that departments examine what they 
believe can be achieved when the regular teacher is absent. 
Three questions are offered for such a dialogue: What 
aspects of instruction (review, practice, introduction of 
new content) can substitute teachers reasonably be expected 
to perform with effectiveness and meaning to students? Are 
there courses where the content is so specialized, or 
substitute content specialists so unavailable, that 
substitute teachers can only be expected to supervise 
students without providing instruction? Are there courses 
that use equipment or materials that are sufficiently 
dangerous, or breakage so likely, that class should not be 
held when the teacher is absent? 
There are no right answers to these questions. I would 
expect that teachers of different subjects would answer the 
questions differently. Whatever the answers, they should 
provide an informational base for a high school to use in 
evaluating alternatives. 
Students in the Chanqe Process 
As I discussed the process of change with teachers and 
administrators, few mentioned the role of students in 
selecting alternatives. Yet, it is clear from the survey 
that students do have strong opinions and many of their 
conclusions about substitute teachers are the same as those 
found in the literature. Students generally believe that 
instruction is not meaningful when the teacher is absent. A 
school considering alternatives should consider the 
attitudes of its students. Students have the ability to 
empower or not empower substitutes to provide instruction. 
If they do not empower them, what are the reasons and what 
can be done to empower substitute teachers who are prepared 
to teach? 
A second student-related issue pertains to student 
self-concept, school climate, and substitute teachers. As 
students described effective substitute teachers they 
described forceful teachers who exercise power over classes 
to maintain order. This is what the students have learned 
that successful substitute teachers do; they exercise power 
and maintain order. In the same writings, students express 
anger at being intimidated, threatened, and not respected. 
As part of any deliberations on alternatives, educators 
might consider if there are ways to cover for absent 
teachers that can promote the values of cooperation, 
inter-dependence, and respect for others. If these are 
important goals of a school, any process used to cover for 
absent teachers should not detract or discredit their 
importance. 
Summary 
The structures for decision-making in the two schools 
studied are not unusual. Most high schools have departments 
and chairpersons; they meet with the principal. The 
empowering ingredient in these two schools seems to be their 
past experience in making decisions and allocating funds to 
support them. The adoption of alternatives to a centralized 
substitute teacher system, especially if internal coverage 
is to be more than a minor component, will be very 
complicated. School size, absence patterns, attitudes of 
total staff, and attitudes within departments are variables 
influencing the discovery of workable alternatives for a 
high school. Participation of teachers in the discovery 
process and support for alternatives is needed if 
alternatives to the current system are expected to be 
successful. 
Any process of changing the system used for covering 
teacher absences should not be limited to only issues of 
frequency of teacher absences and cost. The values of the 
educational community should be included in the discussion. 
An honest appraisal of what realistically can be achieved 
when teachers of different subjects are absent and how 
students will respond to different alternatives should be 
part of the discussion. 
Policy and Administrative Issues in System Change 
The use of alternatives to the centralized substitute 
teacher system requires change to occur within the school 
district. Existing policies and practices will need review 
and possible modification. At the very least, some 
discussion should occur to insure that policies and 
practices accommodate desired change. I attempted during 
interviews to identify issues that administrators and 
chairpersons believed existed with the implemerltation of 
alternatives. Four issues emerged: return of monies to 
schools, compensation of teachers, labor laws, and mechanics 
of system change. My purpose is not to define appropriate 
administrative and policy responses to those issues, but to 
explain them adequately enough so that schools considering 
alternatives will be able to respond to them. 
Return of Monies to schools 
The motivation of high school administrators and staff 
to study and adopt alternatives rests primarily on the 
ability to receive benefits. The use of internal coverage 
as an alternative hinges on the central office of the school 
district returning monies to high schools for coverage that 
they provide. The department of human resources has 
expressed a willingness to return monies to schools for the 
coverage they provide for absent teachers. No policies or 
procedures have been developed about how this will occur. 
Chairpersons and administrators have interest in 
receiving funds for coverage they provide without using 
teachers from the district substitute pool. It is that 
incentive which stimulated interest in internal coverage 
and, if creativity and innovation occur, it will be the 
source of the energy for change. The school district is not 
reluctant for this to happen, but how should it be 
structured? A list of questions related to this issue is 
provided. 
1. Should the return of monies be equal to the daily 
rate of a substitute teaches? 
2. Absences of one-half day is the smallest increment 
recorded on payroll records. Should there be a return of 
money when the internal coverage provided is less than 
one-half day? 
3. What guidelines should exist for the use of monies 
or the reallocation of monies within high schools and who 
develops those guidelines? 
4. Who maintains the official record of the amount of 
internal coverage provided in a high school and how is that 
used to activate payment? How often will payment occur? 
With the use of school based management, one would hope 
that few restrictions would be placed by the district office 
on how monies are used within a high school. If that is the 
case, the high schools themselves will need to develop 
guidelines of their own. The high schools will need to 
address : 
1. If monies are returned to the school and kept in a 
separate account, what will be the restrictions on the use 
of the funds and who will determine their use? 
2 .  Assuming monies can be returned to departments for 
internal coverage, should there be some method of assisting 
smaller departments who have less opportunity to generate 
funds through this method? 
Compensation of Teachers 
Compensation of teachers individually, as opposed to 
monies being returned to departments or the school, is a 
major policy issl.Le. Th@ current practice is that when 
student coverage is needed and substitutes are not 
available, administrators reassign teachers during their 
planning period to meet the needs of the school. 
Contractually, a principal has the authority to assign and 
direct staff with the only exception being a 30-minute 
duty-free lunch period. Assigning teachers to substitute 
during their planning period is not considered to be the 
district's method of covering for absent teachers. 
Principals are expected to request substitutes for teachers 
who are absent. Under the current system, there is no 
benefit to principals in assigning teachers to substitute 
during their planning period if substitutes are available. 
If anything, it would be contrary to the district's emphasis 
on planning and preparation for instruction. principals 
assign teachers to substitute during planning periods to 
insure that students are supervised, but they are aware of 
the negative feelings that teachers have about doing it. To 
minimize the effect on morale, principals try to rotate the 
responsibility. 
Compe~lsating teachers was viewed as attractive to 
teachers and administrators in the survey and interviews. 
However, one of the principals opposed it on the grounds 
that it is already something that teachers are doing without 
compensation when circumstances necessitate. He believes 
that direct compensation of teachers would reduce any sense 
of contributing to the school, arid, once implemented, would 
become a permanent contractual barrier to future change. 
Additional compensation of teachers for covering 
classes during their planning period raises interesting 
contractual questions. I f  teachers are compensated for 
substituting during their planning periods, should they be 
compensated for participating in meetings called by 
administrators during planning periods? will the amount of 
compensation for substituting during planning periods become 
a negotiated item? Will the compensation of teachers for 
substituting during planning periods reduce the authority of 
the administrator to assign and direct teachers during 
planning periods? 
Labor Laws and Alternatives 
The alternative which has the greatest attractiveness 
to teachers and administrators is the use of specific 
substitute teachers in a high school. With that 
alternative, specific substitute teachers would be assigned 
to a high school and report to that school each day. The 
intent of the alternative is to enable the substicute to 
develop an understanding of the school, to become familiar 
with students, and to offer a more useful service than that 
provided by itinerant substitute teachers. 
A purpose of this alternative is to create some 
permanency for the substitute teacher in a high school.. Yet 
the alternative raises a critical question: At what point 
does a substitute teacher reporting to the same high school 
each day become a full-time employee with all of the rights 
and benefits of full-time employees? Even though the 
substitute does not replace the same teacher each day, does 
the process of reporting to the same school alter hislher 
status as a temporary employee paid at a daily rate? 
This question requires a legal interpretation and 
school districts considering this alternative should seek 
one. However, even if there is a point at which substitutes 
legally become a regular employee, there still should be 
alternatives available to schools. Substitute teachers 
could be recruited for quarters or semesters of the school 
year and not the enti.re year. It would also be possible to 
recruit substitutes for specific days of the week. For 
example, one substitute teacher could work the first three 
days of the week and another substitute could work the last 
two days. Between them they would meet the needs of the 
school. This might be an attractive arrangement for some 
taachers who would like to substitute, but not work full 
time. 
Mechanics of System Chanqe 
A redesigned substitute teacher system creates a 
variety of new responsibilities for administrators and 
department chairpersons in the high schools. The 
centralized system eliminates their involvement in the 
recruitment, selection, and orientation of substitute 
teachers. Principals are especially desirous of a role in 
the selection of personnel if specific substitute teachers 
are to be assigned to their schools. Assignment of specific 
substitute teachers to high schools would cause high schools 
to have a more active role in selecticn and orientation. 
Also, chairpersons or administrators would need to define 
before and after school responsibilities and provide 
appropriate training and supervision. New roles, functions, 
and procedures related to having specific substitute 
teachers assigned to high schools would emerge and need to 
be defined within the high school. 
Proposed Model for a Substitute Teacher System 
The limitations of the centralized substitute teacher 
system have been identified and described in this study. 
The system has a major strength; it is its simplicity. It 
is a basic exchange system, exchanging substitutes for 
absent teachers. While it is ineffective instructionally, 
it is relatively easy to manage and requires few decisions 
once the system is in place. In contrast, a substitute 
teacher system based on using alternatives is complex and 
requires decision-making. In addition to requiring data on 
past teacher absences in a high school, there is evidence 
that teachers must be active participants in choosing 
alternatives for their school. 
Models represent relationships and serve as tools for 
understanding abstractions. As this study neared 
completion, I began to perceive a model of a substitute 
teacher system for high schools based on the use of 
alternatives. The model (Figure 9) has four levels which I 
believe represent the preferences of teachers and 
administrators in this study. The purpose of the model is 
to promote understanding of how the components of a 
substitute teacher system can work together to meet the 
needs of a school. It is also intended to serve as a tool 
for discussion and decision-making within a high school as a 
plan for covering for absent teachers is developed. 
F i o u r e  9 .  Model of s u b s t i t u t e  t e a c h e r  system u s i n g  
---- 
a l t e r n a t i v e s  t o  a c e n t r a l i z e d  s u b s t i t u t e  t e a c h e r  system. 
The model is presented as an inverted pyramid with the 
greatest amount of classroom coverage being provided at t.he 
upper levels. However, the model takes into account that 
there are limited days of unusually high rates of teaches 
absence; on those days high schools need access to other 
resources to meet the needs of the school. Ths model also 
recognizes decision-making within a school. Each level can 
be expanded or contracted based on the preferences of the 
school staff and the realities of the setting. In this 
study, I discovered that the larger high school had greater 
opportunity to use some methods of internal coverage than 
did the smaller high school. It was also discovered that 
preferences for alternatives differ between schools and also 
between different types of departments. 
The four levels of the model are: 
1. Level 1--specific personnel assigned 
The first level of the model is the use of specific 
personnel in the high school, assigned to cover classes when 
teachers are absent. The personnel are substitute teachers 
or teacher associates employed for supervising students when 
teachers are absent. Most participants in this study 
favored the use of teachers, but both are possible. 
The absence record of a high school, including 
consideration of quarterly variations, is necessary to 
determine economic support for using assigned ~ersonnef. 
Based on the expected absences and the funds they generate, 
the number of substitute personnel to be assigned to a high 
school can be determined. Adjusting the number of 
substitute personnel assigned to mateh expected seasonal 
variation in absenteeism is possible. 
Financing of Level 1 comes from the school district's 
budget for substitute teachers. Days on which there are no 
teacher absences, or fewer absences than the substitute 
personnel assigned, create an added cost. High schools can 
purchase the added services through contributing unpaid 
coverage of teacher absences or purchase them from other 
school funds. Or, schools can release substitute personnel 
to substitute in other schools to avoid the added cost of 
having them without teachers being absent. 
2. Level 2--selected internal coverage 
Internal coverage for absent teachers includes teachers 
covering classes during planning periods, combining classes, 
and scheduling some teachers to substitute as part of the 
teaching assignment. It also includes selecting classes 
where students are reassigned to a study hall or library and 
substitute teachers never used in these particular classes. 
Many variables affect the amount of coverage obtained 
from this Level. The attitudes of the staff within a SchooL 
are perhaps the most significant variable. Some faculties 
might wish to provide a greater amount of selected internal 
than others. Also, school size and physical 
facilities are variables. Larger high schools can create 
schedules that better permit teachers to cover during 
planning periods. 
  he space that exists for study halls or 
within libraries are also factors that influence Level 2 
coverage. schools that have areas that can accommodate a 
temporarily displaced student population are more able to 
select classes where substitutes will not be used. 
Financing of Level 2 comes from the school district's 
purchase of substitute services from the high school. Funds 
return to the high school based on the agreement with the 
school district on how they may be used. Level 2 is cost 
neutral; expenditures equal the cost of services which the 
centralized system would otherwise provide. 
3. Level 3--centralized substitute teacher system 
A centralized substitute teacher system is still 
necessary to assist high schools. This study has 
concentrated on absences of a short duration, those which 
are five consecutive days or fewer. The centralized system 
is still needed to provide long-term substitute teachers. 
It also assists high schools in meeting needs not covered by 
Level 1 and 2. 
The frequency that Level 3 assistance is needed depends 
on the use of Level 1 and 2 alternatives in a high school. 
High school faculties choosing to use a large amount 
internal coverage would access fewer services from the 
centralized system than schools not doing so. Level 3 
serves an important function because there is evidence that 
a few days of high absenteeism exist where Level I. and 2 
will not be able to meet all of the needs. Also, by 
preference or ability, some schools may use a very small 
amount of Level 2 coverage. Financing of Level 3 is 
provided by the school district. 
4. Level 4--additional internal coverage 
Level 4 is activated when the other levels of the model 
are unable to meet the needs of a school. In the past, 
Level 3, the centralized substitute teacher system, has not 
met all of the needs of schools. It is expected that there 
will continue to be days of great demand for substitute 
teachers where supply will not equal demand, Level 4 
includes all options available to the principal: the use of 
teachers during planning periods, support staff, and 
reassigning of students to cover for absence. Level 4 is 
financed using the same methods as Level 2. 
This level differs from Level 2. In Level 2, prior 
agreements have been made between the teachers and the 
principal and there is a planned response to the coverage of 
teacher absences. For example, in a team teaching 
situation, teachers may agree that no substitute will be 
requested when a team member is absent, with ~ e v e l  4, there 
is no prior agreement, the principal exercises his/her 
option of directing staff to ensure that students are 
supervised when a teacher is absent. Teachers are required 
to participate when needed at Level 4. 
The literature has not provided direction on the use of 
planned alternatives to centralized substitute teacher 
systems. T h i s  model provides more than a listing of 
alternatives. It organizes alternatives in a manner that 
permits high schools to create and plan processes for 
covering for absent teachers. The model is flexible; 
recognizing that schools differ in preference and ability to 
use different alternatives and it accommodates those 
differences. The model also is dynamic. It assumes that 
changes, especially in preference for alternatives, may 
occur over time. Meadows (1990) indicates that all 
faculties do not have the same readiness for shared 
decision-making. Movement away from the centralized system 
(Level 3) requires faculty involvement and shared 
decision-making. Opportunity for teachers and departments 
to receive funds through internal coverage (~evel 2 )  may 
motivate increased use of internal coverage as an 
alternative to the use of the centralized system. 
This model places responsibility on high schools for 
data collection and decision-making. Data is needed to 
deternine the feasibility of having specific substitute 
personnel assigned to a high school. Information on past 
needs for substitutes is required along with a projection of 
needs for the current year. Decision-making is influenced 
by a combination of philosophy, preference, and ability to 
use different alternatives. 
Recommendations for Further Research 
In this exploratory study, I examined the acceptance 
and feasibility of alternatives ta a centralized substitute 
teaches system. The results of the study indicate that 
there are alternatives acceptable to high schaal teachers 
and administrators. Because of cost and limitations in the 
amount of classroom coverage provided, nu alternative by 
itself can replace the traditional centralized substitute 
teacher system. However, I found that alternatives in 
combination, or, in conjunction with the current substitute 
teacher system, have feasibility for use in urban high 
schools. Implementing alternatives in a high school will 
require an understanding sf the absence patterns within the 
school and a willingness on the part of teachers to work 
together and depart from past practices. Without 
encouragement and cooperation from the central 
administration of a school district, using alternatives in 
high schools does not seem possible. 
I conducted this investigation in a single urban school 
district in a midwestern state. Even with the opinions of 
teachers and administrators of five high schools, 
information from a large and small high school about teacher 
absences, dnd the perceptions of administrators and 
chairpersons about using alternatives in those two schools, 
this study is limited in scope. An appropriate strategy and 
sample for an exploratory study, it does not provide 
broadbased information for educators in other locations to 
use in considering their current practices. The acceptance 
and feasibility of alternatives to a centralized substitute 
teacher systems should be investigated in other school 
districts and other geographical areas. 
Even with the limitations of the study, when the 
results are considered in conjunction with the literature, 
it can be concluded that the current system is not working 
beyond providing minimal supervision for students. 
Students, teachers, and administrators do not believe 
learning is occurring. None of the three groups seriously 
expect the instructional process to continue when the 
regular teacher is absent. They wish it would, but they 
recognize that conditions prevent it from happening. 
Economic incentives may be the motivation for educators to 
seek other nays of covering for absent teachers. Research 
is needed to determine whether or not attitudes will change 
with the use of alternatives. 
The problem of system change is more than an 
unwillingness to give up past practices. There is still 
information that is needed to make change successfui. 
Identifying possible alternatives to the current system is 
only a b e g i n n i n g .  There are five areas in which I suggest 
further investigation be done: data collection, 
administrative practices, professional climate, student 
learning, and the use of alternatives at other levels of 
instruction. 
Data Collection 
The use of the preferred alternative, specific 
substitute teachers assigned to high schools, requires that 
administrators understand the patterns of absenteeism within 
their high school. In this study, the data needed were not 
available and had to be created from past records. Can 
systems be created that will allow administrators to monitor 
the absence patterns of that part of their staff for whom 
substitute teachers are needed? Information systems 
currently focus on individual employees and the total 
absences for employee groups. This includes personnel who, 
when absent, do not need substitute teachers. The emphasis 
on total absences per quarter, semester, or year does not 
help to determine the daily need for substitute teachers. 
~ n f o r m a t i o n  on daily needs and how those needs change during 
the yeax is necessary for projecting the need for substitute 
teachers to be assigned to a high school. 
The second data collection issue involves consistency 
of absence trends in high schools. I found that the two 
high schools studied were different in their rates of 
absences and the timing of those absences during the school 
year, but my data are from only one school year. It is not 
known if teacher absences are consistent enough to allow 
prediction of trends from one year to another. The more 
skillful that school administrators can become at predicting 
the absence r r e n d s  within their school, the more planning 
they can do to maintain instruction and learning. The 
effectiveness of such efforts would need to be evaluated, 
another important area of study. However, without better 
information, high school principals will not be able to work 
with departments in an effort to minimize loss of 
instruction and learning because of teacher absences, 
Administrative Practices 
The uses of alternatives to the centralized substitute 
teacher system have major implications for administrative 
practices. I described some of the issues that I believed 
were important and that were identified by chairpersons and 
administrators. Yet, the change in the relationship between 
the central office and high schools with the use of 
alternatives has not been examined and it should be studied. 
An unknown aspect of this system change is the role of 
the negotiated contract and the use of alternatives to the 
centralized substitute teacher system. Teacher unions seem 
to have limited interest in substitute teachers or school 
dist1:ict procedures regarding their use. If the substitute 
teacher system does change and monies are returned to high 
schools, will teacher unions want to negotiate alternatives 
that may be used, the amounts of monies to be returned to 
schools, and how the monies may be used? If so, will 
replacement of absent teachers become more important as a 
labor-management issue and reduce the ability of teachers 
within a high school to design their own system? 
Professional Climate 
Chairpersons and administrators in two high schools 
were involved in this study and they seemed to have interest 
in the use of some alternatives to the existing substitute 
teacher system. Will there be any change within those two 
schools? 
From this study, I found that high schools differ in 
their opinions about alternatives and in their ability to 
apply them. I also found that departments are, in some 
important ways, unique from one another. Even though 
chairpersons and administ~ators stressed high involvement of 
teachers in the change process, change will not be easy 
because the issues are complex. Who will become the leader 
if change occurs and what processes will they use? How will 
the internal cooperation of teachers, or lack of it, affect 
the ability of schools to use alternatives? The use of some 
alternatives is associated with a return of monies to high 
schools. Will the return of monies to a high school have 
the effect of encouraging more communication and cooperation 
between teachers, especially those within larger 
departments, or, will it be divisive within a high school? 
Student Learninq 
I observed concern about the loss of student learning 
with the current substitute teacher system throughout the 
study. While not part of this investigation, the ultimate 
goal of the use of alternatives to the current system is 
improved learning for students. Some of the alternatives 
lend themselves to better maintenance of instruction because 
of better communication between substitute teachers and 
absentee teachers. Will that actually occur? If so, what 
methods of communicating instructional processes will be 
used. and how well will they work? 
In this study, I have addressed the acceptance and 
feasibility of using alternatives to the centralized 
substitute teacher system. Alternatives not included in 
this study may exist. There continues to be a need to 
identify methcds that can effectively maintain instruction 
when the teacher is absent. The content specialization 
within high schools makes this even more challenging to 
accomplish, but warrants study. 
I found that students have low expectations for 
learning when the teacher is absent. I also found that the 
classroom climate created by the presence of a substitute 
teacher is negative, and even intimidating to some students. 
Will this change with the use of alternatives? Research 
should be done on methods of maintaining a positive 
classroom cl.imate and promoting affective educational goals 
when the regular tedcher is absent. 
Use of Alternatives at Other Levels 
1 have examined the acceptance and feasibility of using 
alternatives at only the high school level. The literature 
indicates that middle and elementary schools experience the 
same types of problems with substitute teacher 
ineffectiveness as do high schools. However, the results of 
this study cannot be applied to those instructional levels. 
There is a need to determine what alternatives might apply 
to those levels and to investigate whether or not they are 
acceptable and feasible for use in practice. Because of 
differences i.n educational environments, there may be 
distinctly different needs and alternatives to the use of a 
centralized substitute teacher system. The u se  of 
alternatives to the centralized substitute teacher system at 
these other l e v e l s  need t o  be s t u d i e d .  
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Appendix A 
INTRODUCTORY LETTER AND BACKGROUND INFORMATION 
March 12, 1 9 9 2  
Dear 
; am pleased that you will be able to be part of the group thar is 
meeting un Monday, Harch 16th. We will meet at RVM School at 3:00 p.m. 
and be done no Later than 4 : 3 0  p.m. 
The purpose of the small group is to brainstorm alternatives to the use 
of a centralized pool of substitute teachers at the high school level. 
Or, simply stated, what ways exist, other than our current system, to 
cover classes when teachers are absent? A survey of teachers and 
administrators was conducted last spring and both groups indicated very 
strong interest in considering alternatives. 
Since ours is an idea-generating group, we don't have to be restricted 
by issues related to cost, the existing master contract or 
implementation procedures. These are all very important, but they 
should not narrow our thinking ahour what might be effective. 
Certainly, before any change could be made, the teachers in the schools 
would have to be involved and such issues would have to be considered. 
The project is being sponsored by the Department of Human Resources. 
However, as I mentioned in our conversation, I will be using the 
information that is generated as part of a doctoral dissertation at 
Drake University. The meeting will be video-taped to help me review 
infor~ation and to make sure of accuracy. It will be necessary for you 
to sign a fora indicating your consent for participation. 
To assist you, I have included a summary sheet providing background 
information and a description of the procedures that we will follow. I 
am looking forward to the meeting and appreciate your assistance. 
Sincerely, 
Jerry A. Caster 
Enc . 
C C :  Human Resources 
Dackground Informs tion 
for 
Monday, March 16, 1992 
General Purpose: 
The purpose is to brainstorm alternatives to the use of a 
centralized district pool of substitute teachers that are used to 
replace high school teachers when they are sbsent. The type of t e a c h e r  
absence being considered is the one or two day absence. Excluded from 
consideration are absences of a long duration. 
Desired Outcome: 
The desired outcome is the creation of a list of alternatives to 
t h e  use of a centralized pool of substitute teachers at the high school 
level. The list will serve as the basis for more detailed study of the 
alternatives available to high schools and the feasibility of those 
alizernatives . 
General In f  orma t&
1. Olson (1971) compared teachers and substitute teachers at all 
levels using the Indicator-of-Quality scale, The finding was that 
substitute teachers performed at a significantly lower level than did 
the regular teachers. Also, the discrepancy between performance was 
greatest at the high school level. 
2. Clifton and Rambaran (1987) studied substitute teaching through 
observation and interviews. Their finding was that substitute teaching 
was  a marginal activity in regard to the purposes cf the classroom and 
school. This conclusion was based on substitute teachers not having a 
source of authority because of not knowing the students, classroom 
procedures or procedures in the school. 
3 .  The opinions of teachers and adminisrrators about substitute 
teachers were obtained in the spring of 1991. At all levels there was 
agreement that substitute teachers were not instructionally effective. 
This belief was strongest at the high school level. 
4 .  In the same survey, teachers and administrators indicated 
Sapport for identifying alternatives to the use of a centralized pool of 
subs~itute teachers. s~pport was strongest at the high school level. 
5 .  Research indicates that most tescher  absences are of r one day 
d u r a  t :.on. 
6. With the current system. there are often times when the demand 
for substitute teachers is greater than the number of substitute 
teachers that are available. 
7. Even vhen substitute t e a c h e r s  are available, they are not 
always qualified in the subjects a r e a s  whhre there is a need. This 
problem is greatest at the high school Level because of the 
specialization of t h e  cou r se s .  
8.  The cost of a substitute teacher is $65 per d a y .  
9. Xegardless of alternatives available, substitute teachers will 
continue to be needed to meet the needs of schools when reacher absences 
a r e  of a long duration. 
Appendix B 
INSTRUCTIONS AND TEACHEK SURVEY 
May 4, 1992 
Dear High School TeacherlAdministrator: 
Teachers and administrators Last spring were surveyed regarding their 
opinions about our substitute teacher program. In the survey, both high 
school teachers and administrators indicated that alternatives should be 
investigated to our current system of classroom coverage when teachers 
sre ahsent far a short t.irne, usually for one or two days. 
Some alternatives hzve heen identified to our current system for 
providing substitute teachers to schools. All of the alternatives would 
permit greater control at the building level on how classes are covered 
when teachers are absent. The alternatives were generated in a 
brain-storming session with high school teachers and administrators. We 
are now contacting teachers and administrators to get their opinions. 
Prior to completing the survey, there is some background information 
that may be helpful to you. it is provided below. 
*In the 19g1 survey, high school teachers and hdministrators expressed 
the opinion that substitute teachers are generally not able to maintain 
continuity of instruction. 
*Most absences are of a one day duration. 
+Many absences are ~ianned absences because of teachers attending 
conferences or district meetings. 
*Certified teachers are not readily available as substitute teachers in 
all subject areas. 
*There are days where sufficient numbers of substitute teachers are 
unavailable to meet the needs of all the schools. 
*Alternatives to our current substitute teacher could return monies to 
high schools to be used for different purposes. 
For many reasons, substitute teachers will continue to be needed in our 
district. However, whether or not high schools would benefit from some 
changes in our substitute teacher system is the issue. With school-based 
management, each high school is able to look at methods that will best 
serve its studencs and staff. 
Results from the survey will be returned to each high school for the 
consideration of the staff. Completion of the survey is voluntary and 
respondents are not personally identified. I hope that you will complete 
the survey and return it to the Department of Human Resources by bag 
nail by May 13th. 
Sincerely, 
Personnel Director 
Nan~e of your  high st:hool 
'What is your primary teaching assignmencd!-(for teachers only) 
Described below are possible alternatives to the use of substicute 
teachers for short term cover-age, usually for a one or two ( l a y  absence. 
No single alternative is necessarily intended to meet all needs for 
substitute teachers. This survey is attempting to determine the 
attractiveness of the concepts to you. You do not need to consider such 
things as implementation or funding. Instead, we are interested in what 
you think of the general idea presented. 
Each alternative should be viewed independently of the others. 
Please circle the de5;riptor that best reflects your opinion of each 
alternative. 
1. substitute teaching as part of the teaching assignment 
With the 7 period day, staff members would be scheduled to serve 
as substitute teachers for one period of the day. This would mean five 
periods of instruction, one period of planning and one period of 
substitute teaching. 
Very S ornewha t Somewhat Very Undecided 
A: tractive Attractive Unattractive Unattractive 
2. opti.ons given to departments on the request of substitutes 
Departments or teams would create their own alternativeis for 
covering for teacher absences instead of requesting a substitute 
teacher. Funds usually allocated for substitute teachers could be 
returned to the department or team for its use. 
Very Somewhat S omewha t Very Undecided 
Attractive Attractive Unattractive Unattractive 
3. specific substitute teachers assigned to each high school 
Insteed of substitute teachers being assigned from a district 
p o o l ,  each high schooE would have specific substitute teachers asslgned 
exclusively to it. 
Very S omewha t Somewhat Very Undecided 
Attractive AEtractive Unattractive Unattractive 
4. support staff to substitute teach 
Building support staff (principal, vice-principals, counselors, 
work-experience instructors, consultants) would serve as substitute 
teachers three days during the year. 
7ery Somewl'la t Somewhat Very Undec ided 
Atzr2ctive Attractive Unattractive Unattrac tive 
5. f u l l  time teachers assigned as substitutes 
Full time teachers would be assigned as substi.tute teachers to a 
high school. The teachers would perform other functions to benefit the 
school program before and after school and when not needed to supervise 
students. 
Very Somewha t S ornewha t Very Undecided 
Attractive Attractive Unattractive Unattractive 
6. full t h e  teacher associates assigned to supervise 
Full time teacher assocfvtes would be assigned to suvervise 
students when regdl-ar teachers are absect. They would perforn l  other 
non-teaching functions to benefit the school program before and after 
school and when not needed to supervise studants. 
Very S ornewha t S ornewha t Very Undecided 
Attractive Attractive Unattractive Unattractive 
? .  identify classes &ere substitutes teachers are not to be used 
It has been suggested that there are some subjects where the 
content specialization, processes used, or lack of qualified substitute 
teachers makes if. impossible for instruction to be continued when the 
teacher is absent, For those courses, stridents could be assigned to a 
study hall (or other alternative) when the teacher was absent. Savings 
from noc using substitute teachers c o u l d  be returned to the high school. 
Very S ornewha t Somewha t Very Undecided 
Attra~tive Attractive Unattractive Unattractive 
5 .  option given to teachers to substitute during planning period 
Teachers would be given the opportunity to serve as a substitute 
teacher during their planning period and be paid additionally for the 
service provided. 
Very Sonewha t Somewhat Very Undecided 
Attractive . I  Attractive bna ccractive Unattrac cive 
9. You have been presented with 8 alternatives to the existing 
substitute teacher system. There may be aiternatives that have not been 
identified that y o u  beljeve are worth considering. If s o ,  piease 
describe: 
iiJ. Please provide any additional informat.ion/ideas you have chat might 
be useflll in p e t t e r  understanding the needs 3f your school for 
substitute teachers or in more effectively providing services. 
Appendix C 
lNSTHUCTIONS STUDENT SURVEY 
Dear Teacher: 
The school district is doing a study of its substitute teacher 
program- The purpose C f  the study is t o  deternine if there are ways that 
servi.ces from ti;e %U?l2n kesources Department to o ~ r  schools can be 
inproved. I am also usF:lg ths study as  p a r t  of a dissertation I am doing 
at Drake University. 
One aspect of the study is to coilect the opinions cjf high school 
students about our substitute teacher program In general. The attached 
survey is not intended to be an evalva~ion of any substitute teacher and 
will not be used in that manner. 
Please dist-ribuzz the survey t a  students at a tine during the 
class period th&t you feel is appropriate. However, you should allow at 
least 15 ninutse for students to c~mplet~: i. The survey explains to 
stildents that r h ~ y  n s y  chos~e nilt co complete it. 
Before distributing Lhe survey, please read the following to the 
students. 
The school district is doing a study about its substitute teacher 
program. As one part of the study, we would like to obtain the opinions 
af high schooi students about the substitute teacher program in general. 
It is not an evaluation of any specific substitute teacher, but a way to 
get your opinions about our overall program. 
Yorlr participation is voluntary and your responses and comments 
will be confidential. l'he results will be used as part of my 
dissertation at Drake University. You are not required to complete the 
survey, but your help would be appreciated- 
Thank you for your help. Please turn t h e  completed surveys 
the office at the end of the day. 
Sincerely, 
Jerry A .  Caster 
Student Survey-Spring 1992 
The schooi district is interested in the opinions of high scnool s!udents about our 
~ubs l i l ~ t i ?  Leac'ler progrm. Your opinions will be helpful as we work to iin~prove sewices ;o yoij 
and your school. T3is suN@Y is about Wuf experience with substitute teachers in general and it is 
nct an evaluatiorl of a speciAc substitute teacher. 
Cornpletio!~ of !his Sunley e voluntary and all respnses are confidential. We hope that 
you will share your opinions with us. Piease continue if you are willing to participa~e in this survey. 
Name of your school 
'four current ~ r a d e  fevel 
7 .  Generatty, how meaningful is a ciass to you when it is taught by a substitute teacher? 
v e r y  meaningful 
somewhat meanlngfzl 
-- somewhat unmean~ngful 
v e r y  unmean~ngiul 
2. Generally, how would you rate t h e  way in which substitute teachers maintan order rn the 
classroom? 
v e r y  effect~ve 
somewhat effective 
-- sonlewhat ineffectrve 
v e r y  Ineffective 
3 Substitute teachers usually work in more than just your school. Would the quality of instruction 
from substitute teachers be better if they were more experienced in your building and you were 
more likely to know inern? Circle the response that best represents your opinion. 
YES UNDECIDED NO NO DIFFERENCE 
S .  When your req~Iar  teacher is ansent, wciuld instruction be better if another teacher In your 
buiidtnq served as ihe subst~rute teacher? Circle Ihe response that best represents your opinion. 
YES UNDECIDED NO NO DIFFERENCE 
5 How would you rate the leamlng that takes place when a class is taught by a substitute teacher? 
- very good - good - acceptable r ; o o r  - very poor 
It has been suggested that because of the specialirat~on of some classes that students might 
30 to a study hall or the library rnsread of having a subst~tute teacher. What go you think of the 
idea' 
- a very good idea 
- a good rdea 
.- undecided 
- not a good ~dea  
a very bad idea 
7. Think back to when you tii~ught he svbstiZuZe teacher was effective in rspiacing the teacher 
who was absent. What d d  he or she rlc? What was the ciass iike? 
8. Circle t h e  word that best describes how otten the substitute teachers you have had this year 
are like the person you descfibed above. 
atways usuaily sometimes rarely never 
Please share any of your ideas that would help us improve the effectiveness of the substitute 
teacher progrzrn in your schooi or to see how high school students see the r ~ l e  of substitute 
teachers. 
